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SUMMARY
C i r c u l a r  HM (72) i s s u e d  by t h e  DHSS i n  S e p te m b e r  1972 s e t  o u t  t h e  
i m p o r t a n c e  t o  t h e  N a t i o n a l  H e a l t h  S e r v i c e  o f  t h e  e s t a b l i s h m e n t  o f  a 
comprehensive approach  to  the  development of  the  p e r s o n n e l  f u n c t i o n  by the  
r e o r g a n i s e d  h o s p i t a l  a u t h o r i t i e s .  The c i r c u l a r  p la c e d  th e  r e s p o n s i b i l i t y  
f o r  " e f f e c t i v e  p e r s o n n e l  management" on th e  s h o u ld e r s  of  l i n e  management 
and s t r e s s e d  t h e  " s u p p o r t i v e  r o l e "  o f  t h e  P e r s o n n e l  O f f i c e r .  The f u t u r e  
im por tance  o f  the  I n d u s t r i a l  R e l a t i o n s  f u n c t i o n  i n  th e  r e o r g a n i s e d  s e r v i c e  
was c l e a r l y  n o t  a n t i c i p a t e d ,  and i t  i s  now e v i d e n t  t h a t  t h e  dem ands  and 
c o n s t r a i n t s  e x p e r i e n c e d  by P e r s o n n e l  O f f i c e r s  h a v e  p r o d u c e d  i m p o r t a n t  
c h a n g e s  i n  t h e  c o m p r e h e n s i v e  n a t u r e  o f  t h e i r  r o l e  -  i n  many c a s e s  
i n d u s t r i a l  r e l a t i o n s  has become t h e i r  p r im a ry  r e s p o n s i b i l i t y .
The p e r i o d  1974 u n t i l  1980 was one o f  m a j o r  change  and  p r e s s u r e ,  and  t h e  
growing awareness  of  s t r u c t u r a l  f a u l t s  i n  th e  N a t io n a l  H ea l th  S e rv ic e .  In  
1975 Lord McCarthy was a p p o in ted  to  i n v e s t i g a t e  the  c o n t in u ed  f u n c t i o n i n g  
of  W h i t l e y  C o u n c i l  m a c h i n e r y ,  and  i n  1976 S i r  A le c  M e r r i s a n  was 
c o m m i s s i o n e d  t o  c o n s i d e r  t h e  w o r k i n g  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e s .  
T h e r e  w a s  an  o b v i o u s  c o n c e n t r a t i o n  on s t r u c t u r e  a n d  s t r u c t u r a l  
m o d i f i c a t i o n .  The r e l a t i o n s h i p s  bo th  i n t e r  and i n t r a - o r g a n i s a t i o n a l  were 
no t  a lways  o b j e c t i v e l y  cons ide red .
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The N a t i o n a l  H e a l t h  S e r v i c e  i n  G r e a t  B r i t a i n  h a s  b e e n  s u b j e c t e d  t o  m a j o r  
changes d u r in g  t h e  p e r i o d  f rom i t s  i n c e p t i o n  i n  1948 u n t i l  1980. Whatever 
may be s a i d  o f  i t s  s t r e n g t h s  and  w e a k n e s s e s ,  o f  i t s  s t r u c t u r e  o r  
o r g a n i s a t i o n  -  i t  r e m a i n s  one o f  t h e  m o s t  c o m p le x  e m p l o y e r s  o f  w i d e l y  
d i f f e r e n t  s t a f f  g r o u p s  i n  E u r o p e .  As s u c h ,  i t  n e e d s  t o  o p e r a t e  s y s t e m s  
w h i c h  w i l l  m a i n t a i n  t h e  o r g a n i s a t i o n ,  and e n s u r e  c o n t a c t  w i t h  t h e  
env i ronm ent  w i t h i n  which i t  seeks  t o  o p e ra t e .
The s e r v i c e  p r o v i s i o n ,  t h e  e t h o s  o f  t h e  o r g a n i s a t i o n ,  r e q u i r e s  t h e  c o ­
o r d i n a t i o n  o f  n o t  o n l y  e c o n o m i c  and  p l a n t  r e s o u r c e s ,  b u t  t h e  i n t e g r a t e d  
e f f o r t s  of s t a f f  g roups  o f t e n  w i t h  d iv e rg e n t  o b j e c t i v e s .  Compar isons  may 
be made between th e  N a t i o n a l  H e a l th  S e rv ice  and o t h e r  l a r g e  o r g a n i s a t i o n s ,  
i n  th e  s i z e  and c o m p le x i ty  o f  o p e r a t i o n ;  and y e t  b a s i c  o r g a n i s a t i o n a l  f l a w s  
appeared  to  e x i s t  i n  t h e  s t r u c t u r e  f o l l o w i n g  th e  1974 r e o r g a n i s a t i o n  which 
i n e v i t a b l y  r e s u l t e d  i n  l e s s  th a n  optimum economic r e s o u r c e  u t i l i s a t i o n .
For  many y e a r s  p r i o r  t o  1974,  t h e  M i n i s t r y  o f  H e a l t h ' s  e f f o r t s  w e r e  
d i r e c t e d  towards  l i m i t i n g  th e  scope f o r  l o c a l  b a r g a i n i n g .  The i n t e n t  of  
t h e  W h i t l e y  C o u n c i l  m a c h i n e r y  was t o  e s t a b l i s h  u n i f o r m  pay  s c a l e s  f o r  
s t a f f .  The i n d e p e n d e n t  G u i l l i b a u d  C o m m i t t e e  o f  I n q u i r y  (1956) s u p p o r te d  
t h e  M i n i s t r y  o f  H e a l t h ' s  p o l i c y  o f  r e m o v i n g  l o c a l  o p t i o n s .  C le g g  and 
C hes te r  (1957) r e c o rd e d  t h a t :
" t h e  m anagem en t  s i d e  h a v e  b e e n  a n x i o u s  t o  l i m i t  t h e  p o w e r s  o f  t h e  
Appeals  Commit tees ,  l e s t  th e y  should  g r a n t  what has  been o r  cou ld  be 
r e f u s e d  i n  t h e  N a t i o n a l  Counci ls " .
(1957)
The General  W hi t ley  Counci l  was u nab le  to  ag ree  on a d i s c i p l i n a r y  p ro ced u re  
i n  1951 because  t h e  management s i d e  was u n w i l l i n g  t o  a l l o w  a g r e a t e r  r o l e  
t o  devolve to  t h e  r e g io n .  The M i n i s t r y  i s s u e d  i t s  own " i n t e r i m  gu idance"  
which was s t i l l  o p e r a t i o n a l  u n t i l  1975. In  p r a c t i c e  th e  W h i t l e y  C ounc i l  
had d i f f i c u l t y  i n  making v o l u n t a r y  ag reem en ts .  Of th e  53 majo r  s e t t l e m e n t s  
i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  f r o m  1948 t o  1955,  26 w e re  t h e  r e s u l t  o f  
a r b i t r a t i o n .  The s y s t e m  d i d  n o t  m a i n t a i n  pay  p a r i t y  f o r  s t a f f  g r o u p s .  
B e f o r e  1955 o n l y  n u r s e s  r e c e i v e d  pay  a w a r d s  g r e a t e r  t h a n  t h e  c o s t  o f  
l i v i n g .  The system depended upon th e  weaknesses  o f  th e  un ions .  As Clegg 
and C hes te r  observed :
"The system might  be made t o  work d i f f e r e n t l y  and to  produce d i f f e r e n t  
r e s u l t s  o f  t h e  s t a f f  o r g a n i s a t i o n s  c o u l d  d i s c o v e r  new means  o f  
b r i n g i n g  p r e s s u r e  t o  b e a r  on t h e  m a nagem e n t  s i d e .  Amongs t  t h e  m a in  
r e a s o n s  f o r  d i f f e r e n c e s  i n  pay  b e t w e e n  t h e  H e a l t h  S e r v i c e  and  t h e  
e n g i n e e r i n g  o r  m i n i n g  i n d u s t r i e s  i s  t h a t  t h e  e m p l o y e r s  i n  t h e s e  
i n d u s t r i e s  f e a r  t h e  u n i o n  more  t h a n  t h e  m a n ag em e n t  s i d e  f e a r  t h e  
h e a l t h  s e r v i c e  s t a f f  o r g a n i s a t i o n s . "
(1957)
The b a s i s  of  t h i s  r e s e a r c h  and th e  ensu ing  d i s c u s s i o n  i s  t h a t  th e  P e r s o n n e l  
and  i n d u s t r i a l  r e l a t i o n s  f u n c t i o n  h a s  b e e n  t h e  f o c u s  o f  l i t t l e ,  o r  no 
s e n s i t i v e  planned deve lopment ,  th e  p rédominen t  s t i m u l u s  be ing  of  d e d u c t iv e  
r e a c t i o n  e p i to m is e d  i n  th e  d e s c r i p t i o n  'a  p l a y t h i n g  o f  s o c i a l  f o r c e s ' .
The p r e s e n c e ,  i n d e e d  i t  may be a r g u e d ,  t h e  t r a d i t i o n a l  d o m i n a n c e  o f  
c e n t r a l i s e d  p o l i c y  h a s  c a u s e d  h i g h l y  d i v e r g e n t  p a t t e r n s  o f  l o c a l  
i n t e r p r e t a t i o n  t o  emerge d u r in g  th e  p e r io d  1974-1980.  This  change I  have 
t e r m e d  e v o l u t i o n ,  b e c a u s e  i t  may be l i k e n e d  t o  t h e  phenom ena  o r i g i n a l l y
d e s c r i b e d  by  D a r w i n  ( 1 8 5 9 ) .  D a r w i n  c o n s i d e r e d  t h a t  o r g a n i s m  
s p e c i a l i s a t i o n  was b rough t  abou t  a s  a r e a c t i o n  t o  e n v i r o n m e n t a l  f a c t o r s .  
T h i s  e v o l u t i o n a r y  p a t t e r n ,  e i t h e r  ' n a t u r a l  s e l e c t i o n '  o r  ' s u r v i v a l  o f  th e  
f i t t e s t '  would ap p ea r  t o  e x p l a i n  t h e  p a t t e r n  of  p e r s o n n e l  deve lopment ,  i n  
some c o n t e x t s .  However, t h e  more r e c e n t l y  proposed  C l a d i s t i c  t h e o ry  ( L e i th  
1982)  o f f e r s  an  a l t e r n a t i v e  e x p l a n a t i o n  o f  e v o l u t i o n .  C l a d i s t s  p r o p o s e  
t h a t  e v o l u t i o n a r y  c h a n g e  i s  n o t  g r a d u a l  and  s m o o t h ,  b u t  t r a u m a t i c  and 
c a t a s t r o p h i c .  This  t h e s i s  w i l l  a t t e m p t  to  d e m o n s t r a te  t h a t  the  P e r s o n n e l  
and I n d u s t r i a l  R e l a t i o n s  f u n c t i o n  was s u b j e c t e d  to  g r e a t e r  change i n  s t a t u s  
and r o l e  because  o f  ma jor  e x t e r n a l  s t i m u l i ,  tha n  con t in u o u s  development i n  
p e r i o d s  o f  ' c a l m ' .
B u rn s  and  S t a l k e r  (1961)  i n d i c a t e d  t h a t  o rg a n ic  or  'dynamic '  o r g a n i s a t i o n  
s t r u c t u r e  cope  much more r a p i d l y  and  e f f e c t i v e l y  i n  e n v i r o n m e n t s  w h ic h  
o f f e r  s t i m u l u s  than  more r i g i d  o r g a n i s a t i o n s .  The N a t i o n a l  H e a l th  S e r v i c e  
d u r in g  th e  p e r io d  1974-1980 was r e q u i r e d  to  change,  b u t  was n o t  a lways  a b l e  
to  maximise o r  even o p t i m i s e  -  bu t  had to  compromise f o r  s u r v i v a l .
Watson (1977) argued  t h a t :
" th e  i n f l u e n c e  o f  th e  p e r s o n n e l  s p e c i a l i s t  i s  dependent  on th e  h e l p  he 
c a n  p r o v i d e  t o  t h e  d o m i n a n t  c o a l i t i o n  o f  t h e  o r g a n i s a t i o n  i n  i t s  
a c h i e v in g  of  th e  o b j e c t i v e s " .
The r o l e  o f  t h e  p e r s o n n e l  s p e c i a l i s t  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  
n e c e s s a r i l y  changed d u r in g  th e  p e r io d  1974-80,  p a r t i c u l a r l y  i n  t h e  amount 
of  I n d u s t r i a l  R e l a t i o n s  invo lvem ent .
This  t h e s i s  w i l l  d e s c r i b e  t h e  n a t u r e  of  the  o r g a n i s a t i o n  d u r in g  th e  p e r io d  
l e a d i n g  up to  t h e  1974 r e o r g a n i s a t i o n  and d u r in g  t h e  p e r io d  1974-1980.
Using the  example o f  one S in g l e  D i s t r i c t  Teach ing Area H ea l th  A u t h o r i t y ,  I  
s h a l l  t h e n  e x e m p l i f y  t h e  p r o b l e m s  o f  f o r m u l a t i n g  r a t i o n a l  P e r s o n n e l  
p o l i c i e s  under  r a p i d l y  changing  en v i ro n m e n ta l  p r e s s u r e s .
I n  1976, the  Royal Commission on the  N a t io n a l  H ea l th  S e rv ic e  was ap p o in te d  
t o  c o n s i d e r  t h e  f u r t h e r  s t r u c t u r a l  r a t i o n a l i s a t i o n  o f  t h e  s e r v i c e .  The 
Commission r e p o r t e d  i n  1979, a d v i s i n g  r e o r g a n i s a t i o n ,  i n c l u d i n g  th e  removal  
o f  one l e v e l  o f  management.  This  p r e c i p i t a t e d  s p e c i f i c  r e a c t i o n ,  t h e r e f o r e  
I  t e r m i n a t e d  th e  p e r i o d  o f  s tu d y  i n  1980.
I t  may be argued  t h a t  one S in g le  D i s t r i c t  Teaching Area may no t  be t y p i c a l ,  
b u t  t h e  p e r i o d  o f  s t u d y  was one i n  w h ic h  t h e  N a t i o n a l  H e a l t h  S e r v i c e  was 
s u b j e c t e d  to  c o - o r d i n a t e d  p r e s s u r e  from s t a f f  groups -  an em ergen t  t r e n d  
which p r e c i p i t a t e d  l o c a l  r e a c t i o n .  In  d i s c u s s i o n  w i th  DHSS r e p r e s e n t a t i v e s  
and  c o l l e a g u e s  t h r o u g h o u t  t h e  S e r v i c e ,  I  hav e  e s t a b l i s h e d  t h a t  o r g a n i s ­
a t i o n a l  r e a c t i o n s  w e r e  s i m i l a r  t h r o u g h o u t  G r e a t  B r i t i a n ,  w i t h  v e r y  few 
e x c e p t i o n s .
The Impor tance  o f  t h e  concep t  of  I n d u s t r i a l  R e l a t i o n s  w i t h i n  t h e  N a t i o n a l  
H ea l th  S e rv ice  i s  q u a l i f i e d  by the  fo l l o w in g  e x t r a c t  from th e  'Grey B o o k ' :
" the  N a t i o n a l  H e a l th  S e r v i c e  i s  one of  th e  n a t i o n s '  l a r g e s t  employers  
of  l a b o u r ,  much of  i t  h ig h l y  s k i l l e d .  I t  c u r r e n t l y  employs more than  
800,000 peop le ,  4% of  th e  working p o p u l a t i o n  -  and wages and s a l a r i e s  
a c c o u n t  f o r  a l m o s t  70% o f  t h e  t o t a l  c u r r e n t  H e a l t h  S e r v i c e  
e x p e n d i t u r e . "
(1972)
Much o f  t h e  p h i l o s o p h y  o f  i n d u s t r i a l  r e l a t i o n s  i n  t h e  N a t i o n a l  H e a l t h  
S e r v i c e  n e c e s s a r i l y  a l i e n a t e s  some o f  t h o s e  who a r e  i n v o l v e d  w i t h i n  i t .
Many o t h e r  i n d i v i d u a l s  a r e  l e s s  than  t o t a l l y  com mit ted  to  th e  way i n  which  
N a t i o n a l  H ea l th  S e rv i c e  i n d u s t r i a l  r e l a t i o n s  have evo lved .
A n a l y s e s  o f  t h e  s u b j e c t  h a v e  a l s o  t e n d e d  t o  c o n c e n t r a t e  a t t e n t i o n  on t h e  
h o s p i t a l  s t a f f ,  as  th e  g r e a t e s t  c o n c e n t r a t i o n  of  th e  l a b o u r  f o r c e  i s  to  be 
f o u n d  t h e r e .  The p a r t i c u l a r  p r o b l e m s  r e l a t e d  t o  t h e  n o n - h o s p i t a l  b a s e d  
s t a f f  i . e .  co m m u n i ty  h e a l t h  s e r v i c e s  s t a f f  o f t e n  w i t h  a L o c a l  A u t h o r i t y  
employment h i s t o r y  have n o t  n e c e s s a r i l y  been c o n s id e re d  w i t h i n  t h i s  t h e s i s .
Bear ing  th e se  c a v e a t s  i n  mind,  i t  has  appea red  q u i t e  c l e a r  t h a t  one of  the  
majo r  t o p i c s  o f  c o n s i d e r a t i o n  should  be the  p o s s i b l e  changes of  emphasis  
from c e n t r a l i s e d  to  l o c a l i s e d  b a rg a in in g .  The p o s s i b i l i t y  w a ive re d  between 
s t r o n g  p o s s i b i l i t y  and s u s p e c te d  p r o b a b i l i t y  d u r in g  t h e  p e r io d  1974-1980 i n  
an e n v i r o n m e n t  o f  a p p r o v a l  f o r  g r e a t e r  w o r k e r  p a r t i c i p a t i o n .  T h i s  
p r o p o s i t i o n  posed perhaps  th e  g r e a t e s t  long te rm  t h r e a t  to  t h e  m o n o l i t h i c  
c e n t r a l  c o r e  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e  -  t h e  c e n t r a l i s e d  W h i t l e y  
Counci l  machinery.
The m a jo r  i s s u e  of  i n d u s t r i a l  r e l a t i o n s  i n  th e  N a t i o n a l  H ea l th  S e r v i c e  has 
been th e  a b i l i t y  of  th e  W hi t ley  Counci l  sys tem to  respond to  t r e n d s ,  which 
i n  t u r n  depend  upon t h e  r e s o l v e  o f  t h e  p a r t n e r s ,  i . e .  m a n a g e m e n t ,  u n i o n s ,  
and th e  v a r io u s  f a c e t s  of  government.
C o n c u r r e n t  w i t h  t h i s  was t h e  c h a n g i n g  r o l e  o f  t h e  H e a l t h  A u t h o r i t y ,  t h e  
l o c a l  l a y  members, to  whom th e  Chief  O f f i c e r s  were r e s p o n s i b l e .
The c h a n g e d  o r g a n i s a t i o n a l  s t r u c t u r e s  o f  th e  N a t i o n a l  H ea l th  S e r v i c e  a r e  
d e s c r ib e d  i n  Appendix 1, i n  c h a r t  form, f o r  r e f e r e n c e .
D e f i n i t i o n s
I t  w i l l  become e v i d e n t  t h r o u g h o u t  t h i s  t h e s i s  t h a t  t h e  d e f i n i t i o n  o f  
i n d u s t r i a l  r e l a t i o n s  w h i c h  p r e d o m i n a t e s  i s  t h a t  o f  t h e  r e g u l a t o r y  
f r a m e w o r k .  T h i s  i s  i n e v i t a b l e  g i v e n  t h e  m e c h a n i c a l  o r g a n i s a t i o n a l  
f r a m e w o r k  and s t r u c t u r e  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e .  The p e r s o n n e l  
o f f i c e r s  a p p o i n t e d  t o  t h e  N a t i o n a l  H e a l t h  S e r v i c e  i n  1974 w e r e  a new 
c a t e g o r y  o f  m a n a g e r ,  r e p l a c i n g  t h e  p r e v i o u s l y  a p p o i n t e d  S t a f f  O f f i c e r s  
whose predominant  du ty  had been t r a i n i n g .
The l o c a l  managers,  th o s e  a t  U n i t ,  D i s t r i c t  and Area l e v e l ,  even p o s t  1974, 
had g r e a t  r e s p o n s i b i l i t y  f o r  managing th e  d a i l y  i n d u s t r i a l  r e l a t i o n s  o f  th e  
work u n i t s .
I t  i s  a n t i c i p a t e d  t h a t  t h e  e v i d e n c e  p r e s e n t e d  i n  t h i s  t h e s i s  w i l l  
d e m o n s t r a t e  the  i n h e r e n t  p rob lem s  o f  the N a t io n a l  H e a l th  S e r v i c e  i n  t r y i n g  
to  i d e n t i f y  r o l e  d i f f e r e n c e s  and r e c o g n i s i n g  mutua l  e s teem ,  e s p e c i a l l y  as  
t h e  p e r i o d  u n d e r  d i s c u s s i o n  was o f  g r e a t  e n v i r o n m e n t a l  p r e s s u r e ,  b o t h  
e x t e r n a l  and i n t e r n a l .
THE EVOLUTIONARY PROCESS BEFORE 1974
BACKGROUND BEFORE 1974
The t r e n d  towards  l o c a l  b a r g a i n i n g  was g iven  i t s  most t r e n c h a n t  e x p r e s s i o n  
i n  t h e  R e p o r t  o f  t h e  Donovan C o m m is s io n  on T r a d e  U n ions  and  E m p l o y e r s  
A s s o c i a t i o n s  (1968) which drew h e a v i l y  on th e  r e s e a r c h  u n d e r ta k e n  by Lord 
M cC ar th y .  T h i s  e x p o s e d  t h e  i n h e r e n t  c o n f l i c t  b e t w e e n  tw o  s y s t e m s  o f  
i n d u s t r i a l  r e l a t i o n s  i n  th e  U n i ted  Kingdom -  the  f o r m a l  and t h e  i n f o r m a l .  
The f o r m a l  i s  e m b o d ie d  i n  t h e  o f f i c i a l  i n s t i t u t i o n s  and  n a t i o n a l  
n e g o t i a t i o n s ,  and th e  i n f o r m a l  which i s  c r e a t e d  w i t h i n  the  work p l a c e  by 
th e  behav iour  of  managers ,  shop s tew ard s  and workers .  The Commission h e l d  
t h a t  t h e  two s y s t e m s  h a v e  v e r y  l i t t l e  i n  common w i t h  e a c h  o t h e r .  The 
f o r m a l  system assumes t h a t  most  of  the  i s s u e s  which r e l a t e  t o  c o l l e c t i v e  
b a r g a i n in g  can be covered  i n  i n d u s t r y  wide agreements .  The i n f o r m a l  sys tem 
however,  m a in ta in s  t h a t  th e  most  im p o r t a n t  p a r t  of  c o l l e c t i v e  b a r g a i n i n g  i s  
t h a t  w h ic h  t a k e s  p l a c e  w i t h i n  t h e  w o r k p l a c e .  The f o r m a l  s y s t e m  a c c e p t s  
t h a t  c o l l e c t i v e  b a r g a i n i n g  i s  concerned  w i t h  a c h i e v in g  w r i t t e n  a g re e m e n ts ,  
th e  i n f o r m a l  c o n s i s t s  l a r g e l y  of  the  f o r m u l a t i o n  of  t a c i t  a r r a n g e m e n ts  and 
u n d e r s t a n d i n g s ,  and i n  c u s t o m  and p r a c t i c e .  I n  t h e  f o r m a l  s y s t e m ,  
i n d u s t r i a l  r e l a t i o n s  w i t h i n  t h e  workplace  means j o i n t  c o n s u l t a t i o n  and the  
i n t e r p r e t a t i o n  of  c o l l e c t i v e  agreem ents ;  i n  th e  i n f o r m a l ,  th e  d i f f e r e n c e  
b e t w e e n  j o i n t  c o n s u l t a t i o n  and  c o l l e c t i v e  b a r g a i n i n g  i s  n o t  c l e a r l y  
d e f i n e d .
T h i s  a n a l y s i s  gave  r i s e  t o  one o f  t h e  m a in  p r i n c i p l e s  upon  w h i c h  t h e  
C o m m i s s i o n s ' s  r e c o m m e n d a t i o n s  w e re  b a s e d ,  t h a t  a  s y s t e m  o f  i n d u s t r i a l  
r e l a t i o n s  m u s t  be  j u d g e d  p r i n c i p a l l y  by i t s  e f f e c t s  w i t h i n  t h e  
o r g a n i s a t i o n ,  the  s i t e  and depar tm en t .  I t  was c l e a r l y  t ime to :
" p u t  an  end  t o  t h e  c o n f l i c t  b e t w e e n  t h e  p r e t e n c e  o f  i n d u s t r y - w i d e  
ag reem ents  and th e  r e a l i t i e s  of  i n d u s t r i a l  r e l a t i o n s . "
(Donovan Commission, 1968)
The Commission's  accoun t  of  i n d u s t r i a l  r e l a t i o n s  h a s  s e v e r a l  f e a t u r e s  o f  
d i r e c t  r e l e v a n c e  to  th e  N a t i o n a l  H ea l th  Se rv ice .  Though th e  t r e n d  tow ards  
l o c a l  b a r g a i n in g  i s  d e s c r i b e d  w i th  m anufac tu r ing  o r g a n i s a t i o n s  i n  mind,  i t  
shou ld  be a c c ep ted  t h a t  th e  N a t i o n a l  H ea l th  S e rv ic e  i s  no t  immune from the  
i n f l u e n c e  of  deve lopments  i n  t h e s e  o r g a n i s a t i o n s .  Employees move from one 
s e c t o r  to  a n o t h e r ,  and some un ions  cover  bo th  m a n u fa c tu r in g  o r g a n i s a t i o n s  
and p u b l i c  s e r v i c e s .  But a p a r t  from the  e f f e c t  of  m u tua l  i n f l u e n c e ,  i t  may 
be i n f e r r e d  t h a t  th e  c o n f l i c t  between  th e  f o rm a l  and i n f o r m a l  s y s t e m s  i s  
p r e s e n t  i n  the  N a t i o n a l  H e a l th  S e rv ic e  i n  i t s  own r i g h t .
The W h i t l e y  s y s t e m  i s  t h e  c l a s s i c  i n s t i t u t i o n a l i s e d  n a t i o n a l  n e g o t i a t i n g  
mechanism. The d i f f e r e n c e  i n  t h e  N a t io n a l  H ea l th  S e rv i c e ,  i s  t h a t  n o t  only  
i s  i t  f o rm a l ,  b u t  t h a t  i t  o n ly  e x i s t s  a t  one l e v e l  -  n a t i o n a l l y .  No l o c a l  
b a r g a i n in g  machinery,  f o r m a l  o r  i n f o r m a l ,  e x i s t e d  on a s c a l e  which  Donovan 
may hav e  i d e n t i f i e d  i n  1968.  B u t ,  i n  t h a t  y e a r ,  he w ou ld  n o t  h a v e  fo u n d  
t h e  same p r o b l e m s  a t  l o c a l  l e v e l  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  t h a t  he 
found i n  o t h e r  o r g a n i s a t i o n s .  He d id ,  however, g iv e  w arning  o f  what  would 
happen i f  p r e s s u r e s  a r o s e  f o r  l o c a l  b a rg a i n in g ,  and t h e r e  was in a d e q u a te  
machinery  to  respond to  th e s e .
T h e s e  p r e s s u r e s  d i d ,  i n  f a c t  a r i s e  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  
p a r t i c u l a r l y  i n  t h e  p e r i o d  1974 -1 9 8 0 .  Two w e re  a c o n s e q u e n c e  o f  
I n s t i t u t i o n a l  f a c t o r s ,  and had t h e i r  o r i g i n s  i n  government i n t e r v e n t i o n .
The f i r s t  was the  e x a m in a t io n  o f  the  N a t io n a l  Board f o r  P r i c e s  and Incomes 
o f  t h e  pay  o f  h o s p i t a l  a n c i l l a r y  w o r k e r s .  The b a c k g r o u n d  t o  t h i s
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e x a m in a t io n  was t h e  am b iva le nce  o f  th e  government 's  r o l e  a s  an em ployer  and 
i t s  r o l e  a s  m a n a g e r  o f  t h e  economy.  T hese  f a c t o r s  had  c a u s e d  w i d e n i n g  
d i f f e r e n t i a l s  i n  e a r n i n g s  be tween  th e  p u b l i c  and p r i v a t e  s e c t o r  employees .
W h i le  m a nagem e n t  and  u n i o n s  i n  key  a r e a s  o f  p r i v a t e  i n d u s t r y  had  b e e n  
l a r g e l y  a b l e  t o  a v o i d  v o l u n t a r y  and m a n d a t o r y  i n c o m e s  p o l i c i e s ,  by n o n -  
o b s e r v a n c e ,  s p u r i o u s  p r o d u c t i v i t y  d e a l s ,  and l o c a l  wage b a r g a i n i n g ,  
e m p l o y e e s  i n  t h e  p u b l i c  s e c t o r  had  e x p e r i e n c e d  a s t r i c t e r  c o n t r o l  o f  
e a r n i n g s .  The e a r n i n g s  of  a n c i l l a r y  w orkers  were th e  s u b j e c t  of  two NBPI 
r e p o r t s .
The f i r s t  i n  1967 ,  i n d i c a t e d  t h e  l a r g e  c o n c e n t r a t i o n  o f  lo w  p a i d ,  m a le  
a n c i l l a r y  w o r k e r s  and t h e  s c o p e  f o r  p r o d u c t i v i t y  i m p r o v e m e n t s  i n  l o c a l  
a u t h o r i t y  and h o s p i t a l  employment.  I t  sugges ted  t h a t  t h e s e  p rob lem s  cou ld  
be m i t i g a t e d  by th e  i n t r o d u c t i o n  of  p r o p e r ly  c o n s t r u c t e d ,  s e l f  f i n a n c i n g ,  
i n c e n t i v e  payment schemes.  As a r e s u l t ,  ' i n t e r i m '  and f u l l y  work s t u d i e d  
schemes were s lo w ly  i n t r o d u c e d  i n t o  the  a n c i l l a r y  s e c t o r .
E a r l i e r  r e s e a r c h  had  shown t h a t  s u c h  s y s t e m s  h a v e  i m p o r t a n t  and  o f t e n  
u n fo re s e e n  i m p l i c a t i o n s  f o r  work group behav iour .  I t  i s  g e n e r a l l y  ag reed  
t h a t  a c a u s a l  r e l a t i o n s h i p  e x i s t s  b e t w e e n  p a y m e n t  by r e s u l t s  and  t h e  
in c id e n c e  of  workp lace  b a r g a i n i n g ,  and shop s t e w a rd  a c t i v i t y .  To a g r e a t  
e x t e n t ,  t h e  a b i l i t y  o f  t h e  a n c i l l a r y  w o r k e r s  t o  i n v o l v e  t h e m s e l v e s  i n  
workplace  b a rg a i n in g  depends on:
i )  the  scope f o r  b a r g a i n i n g
i i )  work group c o n s c io u s n e s s
i i i )  a r e p r e s e n t a t i v e  r e c o g n i se d  as  such by management
A f e a t u r e  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e  i n c e n t i v e  s c h e m e s  i s  t h e i r
t e n d e n c y  t o  f o s t e r  and  p r o m o t e  t h e s e  t h r e e  d e t e r m i n a n t s .  I n i t i a l l y ,  
s c h e m e s  had  to  be d i s c u s s e d  w i t h ,  and a p p r o v e d  by t h e  w o r k e r s  c o n c e r n e d .  
The s c a r c i t y  o f  w o rk  s t u d y  r e s o u r c e s  b a l a n c e d  a g a i n s t  t h e  l o w  l e v e l  o f  
c o v e r a g e  of  s c h e m e s  s u g g e s t e d  t h a t  t h o s e  i n  o p e r a t i o n  c o u l d  d e g e n e r a t e  
b e c a u s e  o f  i n a d e q u a t e  m o n i t o r i n g .  C o n s e q u e n t l y  t h e  r e v i s i o n  o f  s c h e m e s  
p rov ided  f u r t h e r  b a r g a i n i n g  o p p o r t u n i t i e s .  The m a j o r i t y  o f  s c h e m e s  w e r e  
w o rk  g ro u p  b a s e d ,  w h i l e  w o rk  g r o u p s  w i t h o u t  s t e w a r d s  w e re  e n c o u r a g e d  t o  
a p p o i n t  r e p r e s e n t a t i v e s  t o  d i s c u s s  th e  i n t r o d u c t i o n  of  such a scheme. Such 
d e v e l o p m e n t s  w e re  c l e a r l y  c o n d u c i v e  t o  t h e  e m e r g e n c e  o f  s h o p  s t e w a r d  
a c t i v i t y .  A l l  t h r e e  d e t e r m i n a n t s  p o in t e d  tow ards  l o c a l  b a r g a i n in g .
The s e c o n d  i n s t i t u t i o n a l  p r e s s u r e  i n  t h i s  d i r e c t i o n  was t h e  I n d u s t r i a l  
R e l a t i o n s  Act of  I 9 7 I ,  and th e  Code o f  P r a c t i c e .  One a s p e c t  o f  th e  W h i t ley  
m a c h i n e r y  was i t s  a p p a r e n t  f a i l u r e  t o  i n i t i a t e  r e l e v a n t  i n d u s t r i a l  
r e l a t i o n s  p r o c e d u r e s  a t  h o s p i t a l  l e v e l ,  f o r  e x a m p l e ,  c o m p r e h e n s i v e  
p ro c e d u ra l  a r r an g em en ts  f o r  t h e  r e s o l u t i o n  of  l o c a l l y  d e t e rm in e d  d i s p u t e s .  
S i m i l a r l y ,  the  d i s c i p l i n a r y  p rocedure  d r a f t e d  i n  1951 by th e  M i n i s t r y  of  
H e a l t h  had r e m a i n e d  u n c h a n g e d .  I n  c o n s e q u e n c e ,  a f t e r  the  p u b l i c a t i o n  of  
t h e  Code of  P r a c t i c e ,  t h e  N a t i o n a l  H e a l t h  S e r v i c e  p o s s e s s e d  n e i t h e r  a 
G r i e v a n c e  P r o c e d u r e  n o r  a D i s c i p l i n a r y  P r o c e d u r e  w h i c h  c o n f o r m e d  t o  t h e  
Code 's  s u g g e s t i o n s .  I n  d e v e l o p i n g  s u c h  p r o c e d u r e s ,  shop  s t e w a r d s  and  
h o s p i t a l  l e v e l  u n i o n  a c t i v i t y  became c o n s o l i d a t e d .  I n  t h e  a b s e n c e  o f  
p r a c t i c a l  gu idance from th e  DHSS, i t  became encumbent on l o c a l  management 
t o  t a k e  t h e  i n i t i a t i v e ,  o f t e n  w i t h  u n i o n  l a y  r e p r e s e n t a t i v e s ,  t o  d raw  up 
l o c a l l y  based g r i e v a n c e  and d i s c i p l i n a r y  p rocedu res .
T h i s  move t o w a r d s  l o c a l  j o i n t  p r o c e d u r a l  a r r a n g e m e n t s  c o n s t i t u t e d  a 
s i g n i f i c a n t  c h a n g e  o f  d i r e c t i o n  i n  H e a l t h  S e r v i c e  i n d u s t r i a l  r e l a t i o n s .  
Such c i rc u m s tan c es  sha rpened  l o c a l  managements'  and w orkers '  aw aren ess  of
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i n d u s t r i a l  r e l a t i o n s .
I n  a d d i t i o n  t o  t h e s e  tw o  i n s t i t u t i o n a l  p r e s s u r e s ,  t h r e e  s e t s  o f  
e n v i r o n m e n t a l  p r e s s u r e s  a l s o  a f f e c t e d  i n d u s t r i a l  r e l a t i o n s  a t  h o s p i t a l  
l e v e l .
The f i r s t  r e l a t e d  t o  m a nagem e n t  -  and was  a c o n s e q u e n c e  o f  i n c r e a s e d  
p r o f e s s i o n a l i s a t i o n .  This  was a r e s p o n s e  t o  DHSS f i n a n c i a l  c o n t r o l s  and 
in c r e a s e d  demand f o r  m e d ica l  s e r v i c e s .  The c o n s t r u c t i o n  of  l a r g e r  h o s p i t a l  
u n i t s  and the  c e n t r a l i s a t i o n  of  i m p o r t a n t  s e r v i c e  f u n c t i o n s ,  l i k e  la u n d ry  
and s u p p l i e s ,  w ere  e x a m p l e s  o f  a s h i f t  t o w a r d s  i n d u s t r i a l  o r i e n t a t e d  
methods r e q u i r i n g  more s o p h i s t i c a t e d  m a n a g e r i a l  s k i l l s  and aw areness .
A n o t h e r  f o r c e  a c t i n g  on h o s p i t a l  m a n a g e r s  was  t h e  p r o b l e m  o f  r e c r u i t i n g  
manual  workers  i n  d i f f i c u l t  l a b o u r  marke t  c o n d i t i o n s ,  p a r t i c u l a r l y  i n  u rban  
a r e a s .  N a t i o n a l l y  n e g o t i a t e d  wage r a t e s  p ro v id e  i n s u f f i c i e n t  to  a t t r a c t  
w o r k e r s  t o  h o s p i t a l  e m p lo y m e n t .  As a r e s u l t ,  m a n a g e r s  had t o  cope  w i t h  
such s h o r ta g e s  by i n c r e a s i n g l y  e f f i c i e n t  methods o f  r e s o u r c e  u t i l i s a t i o n ,  
t h e i r  most v a l u a b le  r e s o u r c e  be in g  labou r .
A second s e t  of  en v i ro n m e n ta l  p r e s s u r e s  a f f e c t e d  h o s p i t a l  w orkers .  Dimmock 
and Farnham (1975)  found  t h a t  t h i s  a l s o  h a s  b e e n  e c o n o m i c  i n  o r i g i n .  A 
p r i m e  d i f f i c u l t y  f o r  many g r o u p s  o f  h o s p i t a l  w o r k e r s ,  e s p e c i a l l y  
a n c i l l a r i e s ,  was a d e c l i n e  i n  t h e  p u rc h a s in g  power o f  t h e i r  wages d u r in g  a 
p e r i o d  o f  r a p i d  i n f l a t i o n .  At t h e  same t i m e ,  t h e i r  p e r c e p t i o n  o f  
them se lves  in  te rm s  of  t h e i r  p u rc h a s in g  power was p ro b ab ly  e x a c e rb a t e d  by 
the  g rowth  of  " m a rk e t -p l a c e  consumeri sm" c r e a t i n g  e x p e c t a t i o n s  of  g r e a t e r  
c o n s u m p t i o n .  Chubb and  J e r o m e  (1970)  f o u n d  a t r e n d  f r o m  c o m m i t m e n t  t o  
c o n f l i c t  i n f l u e n c e d  by the  r a p i d  changes i n  t e chno logy .
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"The e v i d e n c e  s u g g e s t s  t h a t  t h e r e  h a s  b e e n  a s w i n g  f r o m  a s t a b l e  
o r g a n i s a t i o n ,  based  p r i m a r i l y  on v o c a t i o n a l  commitment to  the  h o s p i t a l  
and i t s  p a t i e n t  c a r e  g o a l s ;  i t  i s  moving tow ards  a dynamic s y s tem  i n  
which the  p r im a ry  m o t i v a t o r  and u n i f y i n g  f a c t o r  f o r  a l l  o c c u p a t i o n a l  
groups  i s  no l o n g e r  t h e  s i n g l e  o v e r r i d i n g  goa l .  I t  i s  be ing  r e p l a c e d  
by th e  i n t r a o r g a n i s a t i o n a l  c o n f l i c t  of  an  i n d u s t r i a l  type .  By lo o k in g  
a t  c e r t a i n  o c c u p a t i o n a l  g r o u p s ,  we hope  t o  s e e  t h a t  t e c h n o l o g i c a l  
changes a r e  a f f e c t i n g  t h e i r  c o m p o s i t io n  and g r i e v a n c e  a c t i v i t y  i n  t h i s  
way. "
(1970)
The t h i r d  s e t  of  p r e s s u r e s  was a consequence of  th e  second,  and fo c u s s e d  on 
th e  t r a d e  unions .  Those r e p r e s e n t i n g  a n c i l l a r y  w orkers  e s p e c i a l l y  had to  
be seen  to  be more e f f e c t i v e  i n  t e rm s  of  t h e  outcome of  j o i n t  n e g o t i a t i o n s .  
They had to  r e l a t e  t h e i r  own n e g o t i a t i n g  b eh av io u r  to  p a t t e r n s  d e r i v e d  from 
p r i v a t e  s e c t o r  e m p lo y m e n t ,  w h e re  i t  had  b e e n  c l e a r l y  shown i n  p r e c e d i n g  
y e a r s  t h a t  m i l i t a n c y  produced r e s u l t s .  The 1973 n a t i o n a l  pay d i s p u t e  was 
p o s s i b l y  a t u r n i n g  p o i n t  i n  t h e  d e v e l o p m e n t  o f  c o l l e c t i v e  b a r g a i n i n g  
a t t i t u d e s  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e .  I n  one way ,  i t  r e p r e s e n t e d  a 
h i g h  l e v e l  o f  u n i o n  i d e n t i t y  w i t h  w o r k p l a c e  a t t i t u d e s  and  f e e l i n g s ,  
c o n v e r s e l y  i t  m a rked  t h e  f i r s t  o f f i c i a l  c o n f r o n t a t i o n  be tween a n c i l l a r y  
w orkers  and managers a t  t h e  l o c a l  l e v e l .
I t  becomes appa re n t  t h a t  t h e  i n s t i t u t i o n a l  and s i t u a t i o n a l  f a c t o r s  fo c u s s e d  
th e  a t t e n t i o n  tow ards  N a t i o n a l  H ea l th  S e r v i c e  i n d u s t r i a l  r e l a t i o n s  a t  th e  
l o c a l  l e v e l .  I t  w o u ld  a l s o  seem c e r t a i n ,  t h a t  t h i s  was an  a r e a  o f  
c o n t i n u a l  d e v e lo p m e n t -e v o lu t io n .
An o b v i o u s  q u e s t i o n  t o  p o s e  i s  w h e t h e r  t h e  N a t i o n a l  H e a l t h  S e r v i c e
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i n d u s t r i a l  r e l a t i o n s  s y s t e m  s h o w e d  s i g n s  o f  r e s p o n d i n g  t o  t h e s e  
deve lopm en ts .
I s s u e s  a r i s i n g  from W hi t ley ism
Dimmock and Farnham (1975) commented:
"At a t i m e  o f  e x t e n s i v e  s t r u c t u r a l  and  m a n a g e r i a l  r e o r g a n i s a t i o n  
w i t h i n  the  N a t i o n a l  H e a l th  S e rv ic e ,  i t  i s  a paradox  t h a t  no a p p a r e n t  
t h o u g h t  h a s  b e e n  g i v e n  t o  t h e  need  o f  m o d i f y i n g  i t s  c o l l e c t i v e  
b a r g a i n i n g  m a c h i n e r y .  The p r e s e n t  f o rm  o f  W h i t l e y i s m  h a s  r e m a i n e d  
v i r t u a l l y  u n a l t e r e d  s i n c e  1948,  and t h e  f a c t  t h a t  i t  h a s  r e c e i v e d  
s c a n t  a t t e n t i o n  a t  a t i m e  o f  m a j o r  c h a n g e  seem s  t o  r e f l e c t  a b e l i e f  
t h a t  i t  has been,  and w i l l  co n t in u e  to  be,  r e l e v a n t  to  th e  i n d u s t r i a l  
r e l a t i o n s  needs  of  th e  Serv ice ."
(1975) .
A b a s i c  r e a s o n  f o r  t h i s  b e l i e f  was t h a t  a c o n f l i c t  e x i s t e d  w i t h i n  t h e  
s e r v i c e  b e t w e e n  r e c o n c i l i n g  t h e  n e e d  f o r  a d m i n i s t r a t i v e  e f f i c i e n c y  w i th  
t h a t  of e q u i t a b l e  employee rew ard ,  g iven  th e  p r i o r i t y  accorded  t o  p a t i e n t  
c a r e  and to  c e n t r a l i s e d  b u d g e ta ry  c o n t r o l .  In  th e  e v e n t ,  g r e a t e r  emphasis  
h a s  b e e n  p l a c e d  on t h e  r e q u i r e m e n t s  o f  f i r m  m a n a g e r i a l  c o n t r o l  and  c o s t  
c o n s c io u s n es s  th a n  on the  e f f i c i e n c y  and l a b o u r  marke t  s e n s i t i v i t y  of  th e  
j o i n t  n e g o t i a t i n g  a r r a n g e m e n t s .  The s u b j e c t  i s  h a r d l y  m e n t i o n e d  i n  t h e  
M anagem ent  A r r a n g e m e n t s  f o r  t h e  R eorgan ised  N a t i o n a l  H ea l th  S e r v i c e  (The 
Grey Book) -  1972, exce p t  as  p a r t  of  the  P e r so n n e l  s p e c i a l i s t s '  f u n c t i o n ,  
e x p re s s e d  i n  c o n v e n t io n a l  t e rm s .  Thus, w h i l e  t h e r e  has  been i n  subsequen t  
y e a r s ,  a  p o s i t i v e  a p p r o a c h  t o  d e v e l o p m e n t s  i n  m a n a g e r i a l  s k i l l s  and 
t e c h n iq u e s ,  t h e r e  c o n t in u e d  to  be a r e s i s t a n c e  by bo th  management and t r a d e  
u n i o n s  t o w a r d s  r e f o r m  i n  c o l l e c t i v e  b a r g a i n i n g  s t r u c t u r e s .  I t  w i l l  be
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a r g u e d  t h a t  c o n s i d e r a t i o n  o f  e v o l u t i o n  i s  n e c e s s a r y  by i d e n t i f y i n g  f o u r  
main a r e a s  of  weakness i n  the  W hi t ley  system.
1.  C o n c e n t r a t io n  a t  N a t i o n a l  Leve l
Dyson, (1975), i d e n t i f i e d  a number of  f e a t u r e s  which  make N a t i o n a l  H ea l th  
S e r v i c e  W h i t l e y i s m  u n i q u e ,  and a l s o  c a u s e  p r o b l e m s .  U n l i k e  t h e  l o c a l  
g o v e r n m e n t  W h i t l e y  C o u n c i l  s y s t e m ,  a l m o s t  th e  whole range of  i n d u s t r i a l  
r e l a t i o n s  d e c i s i o n  making i s  c o n c e n t r a t e d  a t  th e  n a t i o n a l  l e v e l ,  seem in g ly  
as  remote  from th e  N a t i o n a l  H ea l th  S e rv ic e  employee as  p o s s i b l e .
T h i s  was done  i n  p a r t ,  b e c a u s e  c o l l e c t i v e  b a r g a i n i n g  o f  any s o r t  was  
c o n s i d e r e d  i n a p p r o p r i a t e  w i t h i n  a h o s p i t a l  -  a s p e c i a l  c a s e  o f  t h e  
framework  o f f e r e d  by Donovan (1968). As c i t e d  p r e v i o u s l y ,  one consequence 
o f  t h i s  was t h e  a p p a r e n t  f a i l u r e  t o  d e v e l o p  g r i e v a n c e  o r  d i s c i p l i n a r y  
p r o c e d u r e s  a t  l o c a l  l e v e l ,  w i t h i n  r e a s o n a b l e  t i m e  l i m i t s .  The m o s t  
p r o g r e s s i v e  a t t e m p t  was the  R eg iona l  Appeals  Committees  which c o n s id e r e d  
a p p e a l s  a g a i n s t  l o c a l  i n t e r p r e t a t i o n s  o f  n a t i o n a l  a g r e e m e n t s .  T h e r e  i s  
b r o a d  s i m i l a r i t y  h e r e  w i t h  t h e  l o c a l  g o v e r n m e n t  P r o v i n c i a l  C o u n c i l s .  
N e v e r t h e l e s s ,  t h e  N a t i o n a l  H e a l t h  S e r v i c e  r e m a i n e d  a s  an  i n d u s t r y  w h ic h  
t r i e d  t o  r e f u s e  r e c o g n i t i o n  o f  any  o t h e r  k i n d  o f  d i s p u t e ,  b u t  one o f  
i n t e r p r e t a t i o n .
The second consequence has  a l s o  been r e f e r r e d  t o ,  t h e  l a t e  development of  
l o c a l  wage b a r g a i n i n g .  The c e n t r a l  i n t e n t  o f  N a t i o n a l  H e a l t h  S e r v i c e  
W hi t ley i sm  was t h a t  i n d u s t r y  wide agreements  shou ld  r e g u l a t e  and c o n t r o l  
t h e  a c t u a l  e a r n i n g s  o f  e m p l o y e e s  w i t h i n  t h e i r  a m b i t .  I n  t h i s  way ,  t h e  
l a b o u r  c o s t s  w h ic h  a r e  s u c h  a l a r g e  e l e m e n t  o f  t o t a l  N a t i o n a l  H e a l t h  
S e r v i c e  e x p e n d i t u r e ,  c o u l d  be b o t h  m o n i t o r e d  and  c o n t a i n e d  a l o n g  w i t h
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r e l a t i v i t i e s  and d i f f e r e n t i a l s .  As has been seen ,  t h i s  c e n t r a l i s a t i o n  r a n  
c o u n t e r  to  p r e v a i l i n g  i n d u s t r i a l  r e l a t i o n s  t r e n d s .  The moves tow ards  l o c a l  
n e g o t i a t i o n  m a in ly  se rved  to  r e v e a l  th e  absence  o f  adequa te  machinery .
2.  The Composit ion of  t h e  S t a f f  S ides
The u n i q u e  c h a r a c t e r  o f  t h e  c e n t r a l  W h i t l e y  s y s t e m  h i g h l i g h t e d  a s e c o n d  
prob lem a r e a ,  th e  c o m p o s i t io n  of  th e  s t a f f  s i d e s  of  th e  Counci ls .  I n  1948, 
b e c a u s e  o f  t h e  n a t u r e  o f  e m p lo y m e n t  i n  t h e  n e w l y  f o r m e d  s e r v i c e ,  t r a d e  
u n i o n s  and p r o f e s s i o n a l  b o d i e s  w e re  a l m o s t  a r b i t r a r i l y  p l a c e d  a s  e q u a l  
p a r t n e r s  on t h e  s t a f f  s i d e s ,  w i t h  no d i s t i n c t i o n  as  t o  r i g h t s  and 
fu n c t i o n s .  Thus on the  s t a f f  s i d e  of  the  Nurses and Midwives Counc i l ,  t h e  
RCN, t h e  RCM, COHSE, and NUPE s a t  down t o g e t h e r  a s  e q u a l s .  I n  t h e  e a r l y  
days ,  t h i s  does n o t  seem to  have caused in s u rm o u n tab le  p rob lem s ,  b u t  l a t e r  
developments  b rought  u n d e r ly i n g  d i f f i c u l t i e s  to  th e  s u r f a c e .  The e x t e n s i o n  
o f  b a r g a i n i n g  dow nw ards  i n c r e a s e d  l o c a l  u n i o n  a c t i v i t y  and  i n t e r -  
o r g a n i s a t i o n a l  c o n f r o n t a t i o n  o c c u r r e d ,  e s p e c i a l l y  o v e r  t h e  s e a r c h  f o r  
membership.  The I n d u s t r i a l  R e l a t i o n s  Act  (1971)  f o r c e d  t h e  p r o f e s s i o n a l  
bod ies  to  c o n s id e r  t h e i r  f u n c t i o n s ,  and some, l i n e  t h e  RCN, chose t o  adopt  
t r a d e  u n i o n  f u n c t i o n s  and  c h a r a c t e r .  The r e s u l t  was a p o l a r i s a t i o n  o f  
t r a d e  un ions  and p r o f e s s i o n a l  bod ies .  Dyson (1975) quo tes  as  an exam ple ,  
th e  Nurses and Midwives Counci l  of  22 s e a t s ,  s p l i t  i n t o  e l e v e n  t r a d e  un ion  
s e a t s  and e leven  p r o f e s s i o n a l  body s e a t s .  He a l s o  d e s c r i b e s  th e  c o n f l i c t  
b e t w e e n  t h e  S o c i e t y  of  R a d i o g r a p h e r s  and ASTMS on t h e  P r o f e s s i o n a l  and 
T ec h n ic a l  (A) Counci l  over  the  recommendat ions  of  th e  Halsbury  Committee 
(1974) .  S t a f f  s i d e  c o m p o s i t i o n  r e t a i n e d  a n o t h e r  f e a t u r e  a d o p t e d  a t  t h e  
o u t s e t  of  the  s e r v i c e  i n  1948 which r e i n f o r c e d  th e  i n a b i l i t y  of  th e  c e n t r a l  
i n s t i t u t i o n s  to  r e s p o n d  t o  s u b s e q u e n t  d e v e l o p m e n t s .  B e c a u s e  o f  i n i t i a l  
d i f f i c u l t i e s  i n  r e s o l v i n g  c o m p e t i n g  c l a i m s ,  l a r g e  nu m b e rs  o f  e m p l o y e e
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o r g a n i s a t i o n s  were  r e c o g n i se d  and g iven  s t a f f  s i d e  s t a t u s  i n  t h e  hope t h a t  
t h e y  w ou ld  im p r o v e  t h e  a r r a n g e m e n t s  l a t e r  -  s e e  A p p e n d ix  2 ( a )  and  2 (b ) .  
B u t  t h e  r u l e  was  a l s o  a g r e e d  t h a t  t h e  s t a f f  s i d e s  s h o u l d  d e t e r m i n e  t h e i r  
own com pos i t ion .  In  the  n a t u r a l  cou r se  of  e v e n t s ,  t h e r e  was s u b s e q u e n t l y  
l i t t l e  o r  no c h a n g e  o r  r e d u c t i o n  i n  t h i s  r e s p e c t .  Dyson (1975)  d e s c r i b e d  
t h e  c a s e  o f  t h e  P r o f e s s i o n a l  and  T e c h n i c a l  (B) C o u n c i l  a s  an  e x a m p l e .  
S e v e n  t r a d e  u n i o n s  h e l d  s t a f f  s i d e  s e a t s .  ASTMS c l a i m e d  a 50% 
r e p r e s e n t a t i o n  i n  t h i s  g ro u p  o f  s t a f f ,  and t h e r e  was e v i d e n c e  t o  s u p p o r t  
t h i s .  But USDAW was a l s o  on th e  s t a f f  s i d e ,  y e t  had th e  s m a l l e s t  number of  
members i n  the  N a t i o n a l  H ea l th  S e r v i c e ,  due to  an h i s t o r i c a l  q u i rk .  ASTMS 
r e s o r t e d  to  p r e c i p i t a t e  s t r i k e s  t o  dem o n s t r a te  t h e  u n r e p r e s e n t a t i v e n e s s  of  
t h e  a l l o c a t i o n  o f  s t a f f  s i d e  s e a t s  on t h e  P r o f e s s i o n a l  and T e c h n i c a l  (B) 
C o u n c i l .  The s t a f f  i n  h o s p i t a l s  may t r a n s f e r  t o  o t h e r  a l l e i g a n c e s ,  b u t  
t h i s  i n  i t s e l f  cou ld  n o t  a l t e r  s t a f f  s i d e  com pos i t ion .  This  s i t u a t i o n  i n  
a d d i t i o n  to  r a i s i n g  q u e s t i o n s  abou t  th e  p r i n c i p l e s  o f  r e p r e s e n t a t i o n ,  a l s o  
encouraged d i s s a t i s f i e d  groups  to  go o u t s i d e  the  W hi t ley  Counci l  mach inery .  
Dyson (1975)  a l s o  c i t e d  t h e  e x a m p l e s  o f  t h e  L a b o r a t o r y  T e c h n i c i a n s  i n  
1969/70 and the  Works O f f i c e r s  i n  1974.
A t h i r d  f e a t u r e  o f  s t a f f  s i d e  c o m p o s i t io n  a l s o  caused  d i s r u p t i o n .  M u l t i ­
union  r e p r e s e n t a t i o n  encouraged i n t e r - u n i o n  c o m p e t i t i o n  ( see  Appendix 2 a) . 
This  was r e i n f o r c e d  by th e  downward d i r e c t i o n  o f  l a b o u r  r e l a t i o n s  a c t i v i t y .  
As u n i o n s  p e r c e i v e d  t h e  n e e d  t o  o r g a n i s e  more  e f f e c t i v e l y  a t  u n i t  l e v e l ,  
s t e w a r d s  were  a p p o i n t e d ,  f i r s t  a m o n g s t  a n c i l l a r y  s t a f f s ,  and  t h e n  f o r  
n u r s in g  s t a f f ,  whose p r i n c i p a l  i n i t i a l  f u n c t i o n  was to  r e c r u i t  and r e t a i n  
m e m b e r s h i p .  W i t h  t h e  i n c r e a s e d  l e v e l s  o f  m e m b e r s h i p  a n d  l o c a l  
r e p r e s e n t a t i o n ,  c o m p e t i t i v e  r e c r u i t m e n t  d e v e l o p e d ,  and t h e  c o n t r o l s  
e x e r c i s e d  t h r o u g h  t h e  TUC's B r i d l i n g t o n  a g r e e m e n t  d i d  n o t  a l w a y s  p r o v e
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e f f e c t i v e .
T h i s  was t h e  c a s e  e s p e c i a l l y  i n  t h e  p e r i o d  f o l l o w i n g  t h e  1971 A c t  when 
COHSE was o u t s i d e  t h e  TUC an d  NUPE was q u i c k  t o  s e i z e  t h e  o p p o r t u n i t y  t o  
r e c r u i t  n u r s e s ,  e s p e c i a l l y  i n  l a r g e  g e n e r a l  h o s p i t a l s .  There was conseq­
u e n t l y  r i v a l r y  b e t w e e n  COHSE and NUPE f o r  n u r s i n g  m e m b e r s h i p .  T h i s  
s i t u a t i o n  con t inued  to  add t o  th e  i n s t a b i l i t y  i n  N a t i o n a l  H e a l th  SErv ice  
i n d u s t r i a l  r e l a t i o n s  because  of  th e  t e m p t a t i o n s  t o  c o m p e t i t i v e  m i l i t a n c y  
which i t  o f f e r e d  to  t h e  weaker  un ion ,  whose p o s i t i o n s  d id  n o t  r e q u i r e  i t  to  
a c t  r e s p o n s ib ly .  Dyson (1975) p ro v id e s  t h e  example o f  t h e  TGWU b e f o r e  th e  
a n c i l l a r y  w o r k e r s  i n d u s t r i a l  a c t i o n  i n  t h e  s p r i n g  o f  1973.  The TGWU 
o r g a n i s e d  t h e  m a j o r i t y  o f  t h e  f i r s t  p h a s e  s t r i k e s  i n  t h e  Autumn o f  1972 ,  
a f t e r  th e  c oun te r  i n f l a t i o n a r y  l e g i s l a t i o n .  Th is  u n io n  thus
" s t o l e  the  march over  t h e  o t h e r  a n c i l l a r y  un ions  i n  r e c r u i t m e n t  t e rm s  
by u s in g  a p o s i t i o n  o f  l e s s  r e s p o n s i b i l i t y . "
(Dyson,  1973)
NUPE responded by c a l l i n g  s t r i k e s  a t  a  more c o n t r o l l e d  l e v e l  of  a c t i o n  f o r  
c o u n te r  p u b l i c i t y .  The e s c a l a t i o n  of  s t r i k e  a c t i o n  r e s u l t e d  m a in ly  from 
s t a f f  s i d e  c o m p e t i t i o n  and  i n t e r - u n i o n  r i v a l r y  w h i c h  a g g r a v a t e d  o t h e r  
f a c t o r s  i n  the  s i t u a t i o n .
i i i . Composit ion o f  th e  Management s i d e  and the  r o l e  o f  th e  T re a s u ry
A t h i r d  problem a r e a  i n  th e  W h i t ley  system c e n t r e d  on th e  management s i d e ;  
i t  should  n o t  be presumed t h a t  a l l  o f  t h e  d i f f i c u l t i e s  were  t o  be found on 
t h e  s t a f f  s i d e .  "The H o s p i t a l "  i n d i c a t e d  t h a t  t h e r e  w e r e  t h r e e  d i s t i n c t  
g r o u p i n g s  on t h e  m a n a g e m e n t  s i d e ,  n o t  n e c e s s a r i l y  h a v i n g  u n i t a r y  
o b j e c t i v e s .
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L oca l  management r e p r e s e n t a t i v e s  were p r i m a r i l y  concerned  to  r e c r u i t  and 
r e t a i n  s u f f i c i e n t  s t a f f  of  adequa te  c a l i b r e  to  m a i n t a i n  them. They were 
t h e  "pay  a g e n t s "  b u t  t h e  p a r t y  d i r e c t l y  c o n c e r n e d  w i t h  t h e  e f f e c t  o f  t h e  
pay s t r u c t u r e s  on o r g a n i s a t i o n  and e f f i c i e n c y .
The s e c o n d  p a r t y  w e r e  t h e  r e p r e s e n t a t i v e s  o f  t h e  DHSS, c o n c e r n e d  w i t h  
n a t i o n a l  p o l i c i e s  and th e  o v e r a l l  e f f i c i e n c y  of  t h e  s e r v i c e .
T h i r d l y ,  t h e r e  was  t h e  T r e a s u r y ,  i n d i r e c t l y  r e p r e s e n t e d ,  w h i c h ,  t h o u g h  
d o u b t l e s s  i n  f a v o u r  o f  an  e f f i c i e n t  and e f f e c t i v e  h e a l t h  s e r v i c e ,  was 
m a in ly  concerned  w i t h  s e c u r in g  r e s o u r c e s  and th e  e f f e c t  of  pay a g ree m en ts  
on r a t e s  of  pay e l s e w h e re .  As s t a t e d :
" I t  i s  u n r e a l i s t i c  t o  d e v i s e  s c h e m e s  w h ic h  d ep e n d  on t h e  a s s u m p t i o n
t h a t  t h i s  t h i r d  p a r t y  s h o u l d  s i m p l y  be c o n c e r n e d  t o  s a y  y e s ............
The id e a  t h a t  t h e  two s i d e s  shou ld  g e t  down to  n e g o t i a t i n g  w i t h o u t  any 
i n t e r f e r e n c e  from th e  T rea su ry  does dese rve  to  be c a l l e d  n a iv e .  There 
i s  s u r e l y  a c a s e  f o r  b r i n g i n g  t h e  T r e a s u r y  more c l o s e l y  i n t o  t h e  
Whi t ley  n e g o t i a t i o n s " .
("The H o s p i t a l "  -  e d i t o r i a l  1971)
The p r e s e n c e  o f  t h e  T r e a s u r y  a s  t h e  g o v e r n m e n t s  a g e n t  i n  m a n a g in g  t h e  
economy,  h a v i n g  r e g a r d  t o  t h e  t a x  p a y e r s '  i n t e r e s t s ,  and e x e r c i s i n g  
r e s t r a i n t  on t h e  s p e n d i n g  D e p a r t m e n t s ,  was c l e a r l y  t h e  key  i s s u e  on t h e  
managment s id e .  I t  h i g h l i g h t e d  th e  d u a l  p o s i t i o n  o f  th e  government as  th e  
m a n ag e r  o f  t h e  economy and a s  an  e m p l o y e r .  An a g r e e m e n t  made by t h e  
W hi t ley  Counci l  cou ld  be ve toed  by the  S e c r e t a r y  o f  S t a t e .  Gumming (1971) 
c i t e s  the  case o f  t h e  1957 award t o  th e  A d m i n i s t r a t i v e  and C l e r i c a l  W h i t ley  
Counci l .
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i v .  F ragm en ta t ion
U n d e r l y i n g  t h e s e  p r o b l e m  a r e a s  i n  a f o u r t h ,  t h e  f r a g m e n t a t i o n  o f  t h e  
c e n t r a l  n e g o t i a t i n g  m a c h i n e r y  i n t o  au to n o m o u s  b a r g a i n i n g  u n i t s .  T h i s  
s p l i n t e r i n g  o f  s t a f f  was a n o t h e r  u n i q u e  a s p e c t  o f  t h e  N a t i o n a l  H e a l t h  
S e r v i c e .  U l t i m a t e l y  n i n e  F u n c t i o n a l  C o u n c i l s  w e r e  e s t a b l i s h e d ,  who 
u n de r took  the  majo r  p a r t  o f  n e g o t i a t i o n ,  a l th o u g h  t h e r e  was a l s o  a G enera l  
Counc i l  which l a i d  down c o n d i t i o n s  of  S e rv ic e  common t o  a l l  employees ,  and 
fo r m u l a t e d  p o l i c y  on such m a t t e r s  as  ra c e  r e l a t i o n s .  T h e o r e t i c a l l y  t h i s  
s e c t i o n a l i s e d  n e g o t i a t i n g  s t r u c t u r e  w ou ld  be r e s p o n s i v e  t o  t h e  n e e d s  o f  
p a r t i c u l a r  work  g r o u p s  i n  a l a r g e  m u l t i  -  o c c u p a t i o n a l  w ork  f o r c e .  I n  
f a c t ,  i t  produced a g r e a t  c o m p le x i ty  of  ag reem ents  which  have o f t e n  proved 
t o  i n f l e x i b l e  e s p e c i a l l y  i n  t e r m s  o f  r e c r u i t m e n t  i n  some o f  t h e  l a b o u r  
m arke ts  to  which the y  r e l a t e .  The i n c l u s i o n  of  t h e  Ambulancemen's C ounc i l ,  
f o l l o w i n g  1974,  ad d ed  t o  t h e  c o m p l e x i t y ,  s i n c e  i t  h a s  a d i f f e r e n t ,  n o n -  
s t a t u t o r y ,  b a s i s .  G row ing  u n i o n  a c t i v i t y  had  o b v i o u s  c o n s e q u e n c e s .  I n  
1974, the  Genera l  S e c r e t a r y  of  NUPE (Mr. Alan F i s h e r )  p u b l i c l y  em phasi sed  
the  growing im por tance  of  d i f f e r e n t i a l s  be tween groups  of  s t a f f ,  and th e  
f a c t  t h a t  t h e  a w a r d s  and  d e c i s i o n s  made i n  one C o u n c i l  o f  t h e  W h i t l e y  
s y s t e m  now a f f e c t e d  t h e  n e g o t i a t i o n s  i n  o t h e r s .  I t  c o u l d  be a r g u e d  t h a t  
t h e  b a c k - d a t e d  C i v i l  S e r v i c e  l i n k a g e  o b t a i n e d  by t h e  A d m i n i s t r a t i v e  and  
C l e r i c a l  s t a f f  i n  s p r i n g  1974 undoubted ly  i n f l u e n c e d  th e  m i l i t a n c y  o f  t h e  
n u r s e s .  Mr. F i s h e r  c a l l e d  f o r  a c o m p r e h e n s i v e  r e v i e w  o f  wage a w a r d s  and  
c o n d i t i o n s  o f  s e r v i c e  : t h e r e  w e re  s t i l l  t o o  many v a r i a n c e s  b e t w e e n
Counci ls .  He quoted normal  hours  of  work as  an example o f  t h i s .
A s e c o n d  c o n s e q u e n c e  o f  g r o w i n g  u n i o n  a c t i v i t y  was  an  i n c r e a s e  i n  t h e  
vo lum e  o f  b u s i n e s s  w h ic h  t h e  f r a g m e n t e d  s y s t e m  h a s  t o  h a n d l e  -  a  s e l f  
f u l f i l l i n g  p rophesy .
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Dyson i n d i c a t e d  t h a t  c l a im s  f o r  pay awards  i n c r e a s e d  from one ev e ry  f i v e  
y e a r s  o r  so i n  t h e  1 9 5 0 ' s ,  t o  more  o f t e n  t h a t  n o t ,  m ore  t h a n  one a y e a r  i n  
t h e  r a p i d l y  i n f l a t i o n a r y  economy o f  1974. He r a i s e d  t h e  q u e s t i o n :
" i s  t h e r e  a need f o r  f u l l  t i m e  s p e c i a l i s t s  to  h and le  t h i s  i n c r e a s e  and 
r e s u l t i n g  i n c r e a s e  i n  c o m p l e x i t y .  The d e t a i l s  o f  one a g r e e m e n t  a r e  
s c a r c e l y  worked ou t  and im plemented  b e fo re  th e  n e x t  c l a im  i s  p la c e d  on 
t h e  t a b l e .  So,  a t  a t i m e  when w o r k e r s  e x p e c t a t i o n s  a r e  b e i n g  
he ig h te n e d ,  th e  c e n t r a l  mach inery  i s  showing a tendency to  s low down. 
F u r the rm ore ,  much o f  t h e  b u s i n e s s  i t  cannot  d e a l  w i t h  i s  be ing  pushed 
back down f o r  l o c a l  n e g o t i a t i o n s  t o  make what th e y  can of".
Commenting on th e  H alsbury  Repor t  (1974) Dyson s t a t e d :
"The money was  p a i d  i n  t h e  end and  b a c k d a t e d ,  b u t  done  i n  a way t h a t  
e r o d e d  ( t o  no p u r p o s e )  t h e  l o y a l t y  and s u p p o r t  o f  s t a f f .  The 
fragmented  and cumbersome b a r g a i n in g  system i s  l a r g e l y  r e s p o n s i b l e  f o r  
t h i s ,  and some s y s t e m  f o r  l i n k i n g  o r  a t  l e a s t  f o r  s y n c h r o n i s i n g  t h e  
movement of  pay s c a l e s  must  s u r e l y  be p r i o r i t y  f o r  re form".
Two f u r t h e r  comments on f r a g m e n t a t i o n  must  be made, i t  o f f e r e d  ad van tages  
t o  t h e  m anagem en t  s i d e ,  e s p e c i a l l y  t o  t h e  p a r t i e s  c o n c e r n e d  t o  f i n d  
r e s o u r c e s  a t  t h e  DHSS. W h i le  t h e  s t a f f  s i d e s  c o u l d  n o r m a l l y  a p p r e c i a t e  
p a r t  of  the  whole,  th e  DHSS was o p e r a t i n g  s t r a t e g i c a l l y  a t  a m a c ro le v e l .  I t  
was concerned to  m a i n t a i n  an o v e r a l l  b a l a n c e  be tween th e  r e s o u r c e s  expended 
on wages and s a l a r i e s ,  and s t a f f  c o s t s .  I t  could  t h e r e f o r e  e f f e c t  v i r e m e n t  
between Counc i ls ,  u s i n g  i n  p a r t i c u l a r  t h e  dev ice  o f  th e  " i n t e r i m  award" to  
he lp  to  e s t a b l i s h  ba lance .
F r a g m e n t a t i o n  c o n v e r s e l y  p u t  a p r e m iu m  on m i l i t a n c y ,  t o  e n s u r e  t h a t  t h e
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s t a f f  I n t e r e s t s  concerned  emerged w e l l  from th e  " b a lanc ing  p roces s" .  Dysan 
c o n s id e r e d  t h a t  as  t h e  m i l i t a n c y  developed ,  th e  advan tage  h e ld  by th e  DHSS 
because  of  f r a g m e n t a t i o n  would be l o s t ,  e v e n t u a l l y  r e s u l t i n g  i n  t h e  r e fo rm  
of  th e  Whi t ley  System.
The f i n a l  p o i n t  on F r a g m e n t a t i o n  r e l a t e s  t o  t h e  m e d i c a l  p r o f e s s i o n .  
D oc to rs  r e fu s e d  t o  j o i n  th e  W hi t ley  System s i n c e  i t  began,  a l th o u g h  some 
s u b - c o m m i t t e e s  o f  t h e  a p p r o p r i a t e  C o u n c i l  d i d  m e e t .  They n e g o t i a t e d  
d i r e c t l y  w i th  th e  DHSS d i r e c t l y  th rough  the  Pay Review Body. As such,  they  
w e r e  a c o n s t a n t  r e m i n d e r  o f  w h a t  s t r e n g t h  and  u n i t y  o f  p u r p o s e  c o u l d  
ach iev e .  The BMA has  been th e  dominant  r e p r e s e n t a t i v e  p r o f e s s i o n a l  body, 
and  was i r o n i c a l l y  r e f e r r e d  t o  a s  " t h e  b e s t  t r a d e  u n i o n  i n  B r i t a i n " ,  
( F i s h e r  1974). P a r a d o x i c a l l y  as o t h e r  groups of  s t a f f  and un ions  g a t h e r e d  
s t r e n g t h  and u n i t y ,  i t  could  be observed  t h a t  t h e  fo rm e r  dominance o f  t h e  
BMA was c h a l l e n g e d  by o t h e r  d o c t o r s '  o r g a n i s a t i o n s .  T h e r e  was c l e a r  
e v i d e n c e  t h a t  t h e  H o s p i t a l  C o n s u l t a n t s '  and S p e c i a l i s t s '  A s s o c i a t i o n  made 
g r e a t  p r o g r e s s  i n  r e c r u i t i n g  f ro m  t h e  BMA. A f t e r  a  s t r u g g l e  w h i c h  was 
r e f e r r e d  to  the  I n d u s t r i a l  Cour t ,  th e  BMA r e c o g n i s e d  t h e  HCSA and t r i e d  to  
r e f o r m  a u n i t e d  f r o n t .  The J u n i o r  H o s p i t a l  D o c t o r s '  A s s o c i a t i o n  a l s o  
g a i n e d  many members  f r o m  t h e  BMA, a l t h o u g h  i t s  m e m b e r s h ip  was  by 
d e f i n i t i o n ,  h ig h l y  v o l a t i l e .  The M edica l  P r a c t i t i o n e r s '  Union a l s o  c l a im e d  
a r a p i d l y  growing r a t e  o f  r e c r u i t m e n t .  I t  i s  i n t e r e s t i n g  to  n o te  t h a t  bo th  
the  JHDA and the  MPU a r e  p a r t  of  ASTMS, which g a ined  s u cces s  from o v e r t l y  
m i l i t a n t  p o l i c i e s .
T h i s  s p r e a d  o f  u n i o n s  w i t h i n  t h e  m e d i c a l  p r o f e s s i o n  s y m b o l i s e d  a 
f r a g m e n t a t i o n  o f  i n t e r e s t s  among d o c t o r s  w h ic h  b ecam e  more a c u t e  t h a n  
h i t h e r t o .  The f i r s t  m a n i f e s t a t i o n s  o f  t h e  i m p l i c a t i o n s  o f  t h i s  was t h e  
a lm o s t  t o t a l  i s o l a t i o n  of  h o s p i t a l  c o n s u l t a n t s  d u r in g  the  s t r u g g l e  w i t h  th e
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DHSS o v e r  t h e  r i g h t  t o  t r e a t  p r i v a t e  p a t i e n t s  on N a t i o n a l  H e a l t h  S e r v i c e  
p r e m i s e s .  The DHSS e f f e c t i v e l y  s e p a r a t e d  c o n s u l t a n t s  f r o m  t h e  j u n i o r  
h o s p i t a l  d o c to r s  and th e  g e n e r a l  p r a c t i t i o n e r s ,  and c e r t a i n l y  c o n t r i b u t e d  
t o  th e  e v e n t u a l  outcome. This  i n d i c a t i o n  of  "weakness" i n  t h e  p r o f e s s i o n  
r e s u l t e d  i n  d o c t o r s  no longe r  s e c u r in g  c o n t r o l  t h e  i n i t i a t i v e ,  which was 
t a k e n  by a n c i l l a r y  workers  whose o v e r t  m i l i t a n c y  grew f o l l o w i n g  th e  " s t r i k e  
t h r e s h o l d "  of  1973.
V .  Reform of  Whi t ley
T h i s  r e v i e w  has  i d e n t i f i e d  a l i s t  o f  w e a k n e s s e s  i n  t h e  W h i t l e y  S y s t e m  : 
r i g i d i t y ,  o v e r c e n t r a l i s â t i o n ,  p r o b l e m s  a r i s i n g  f r o m  m e m b e r s h i p  and  
f r a g m e n t a t i o n  o f  t h e  C o u n c i l s  e t c .  A r e a s  f o r  r e f o r m  w e r e  r e l a t i v e l y  t o  
e a s y  t o  l o c a t e  and  w e re  made t h e  s u b j e c t  o f  M c C a r th y ' s  r e p o r t ,  i n  1976 -  
"Making W hi t ley  work".
I t  may be a r g u e d  t h a t  t h e  t e r m s  o f  r e f e r e n c e  u n d e r  w h i c h  M cC ar th y  was  
c o m m i s s i o n e d  t o  i n v e s t i g a t e  w e re  s u c h  t h a t  t h e  e n s u i n g  r e p o r t  was q u i t e  
p r e d i c t a b l e .  The r e m i t  l i m i t e d  McCarthy to  r e p a i r  r a t h e r  tha n  r e fo rm ,  and 
i t  h a d  t o  r e l y  on  e x  p a r t e  e v i d e n c e  f r o m  m a n a g e m e n t  a n d  s t a f f  
r e p r e s e n t a t i v e s ,  r a t h e r  tha n  on o t h e r  methods.
M c C a r th y ' s  r e c o m m e n d a t i o n s  had  two m a in  t h e m e s ,  f i r s t l y  c o n c e r n i n g  
r e p r e s e n t a t i o n  on t h e  com m it tee s ,  and second ly  p ropos ing  th e  f o r m a t i o n  o f  
l o c a l l y  based com m it tee s .  The aim was towards  d e c e n t r a l i s a t i o n  e x ce p t  f o r  
th e  v i t a l  i s s u e  o f  pay b a rg a in in g .
Another  a r e a  of  c o n s i d e r a t i o n  was the  r e s o l u t i o n  o f  t h e  p rob lem s  caused  by 
f r a g m e n ta t i o n  : d i s p u t e s  between p r o f e s s i o n a l  b o d ie s  and un ions ,  be tween
autonomous groups o f  s t a f f s  and th e  p o t e n t i a l  d i f f i c u l t i e s  a r i s i n g  from t h e
22
a p p a r e n t  p r e m iu m  on m i l i t a n c y  r e s u l t i n g  f r o m  t h e  b a l a n c i n g  r o l e  o f  t h e  
DHSS. R e s o l u t i o n  o f  some o f  t h e s e  p r o b l e m s  d e p e n d e d  on t h e  v i e w s  o f  t h e  
u n i o n s .
When t h e  i n i t i a l  DHSS p o l i c y  c o n t a i n e d  i n  t h e  G rey  Book (1972)  i s  
c o n s id e r e d :
"Once a g r e e m e n t  has  b e e n  r e a c h e d  a t  n a t i o n a l  l e v e l  on pay  and 
c o n d i t i o n s  o f  s e r v i c e ,  s t e p s  m u s t  c o n t i n u e  t o  be  t a k e n  t o  s e e  t h a t  
what has been  ag reed  i s  implemented l o c a l l y " .
a) The DHSS w i l l  i s s u e  c i r c u l a r s  s e t t i n g  ou t  th e  t e rm s  of  th e  agreement
and i t  w i l l  be th e  r e s p o n s i b i l i t y  of  A u t h o r i t i e s  and t h e i r  managers 
to  see t h a t  t h e y  a r e  implemented.
b) The DHSS w i l l  c o n t i n u e  t o  a u t h o r i s e  l o c a l  v a r i a t i o n s  f r o m  n a t i o n a l
a g r e e m e n t s ,  a t  l e a s t  t h e  p e r i o d  i m m e d i a t e l y  f o l l o w i n g  NHS 
r e o r g a n i s a t i o n .  L o n g e r  t e r m ,  h o w e v e r ,  once  s p e c i a l i s t  p e r s o n n e l  
depa r tm en t s  a r e  e f f e c t i v e l y  e s t a b l i s h e d  a t  RHA's, a u t h o r i t y  t o  a g re e  
l o c a l  v a r i a t i o n s  may i n  some c a s e s  be d e l e g a t e d  t o  RHA's by th e  DHSS 
w i t h i n  c l e a r l y  e s t a b l i s h e d  g u i d e l i n e s " .
I t  was d i f f i c u l t  t o  a s s e s s  where th e  s t i m u l u s  f o r  s t r u c t u r a l  change would 
emerge.
P a r t i c i p a t i o n
The t r e n d  towards  l o c a l  b a r g a i n in g  had w ider  i m p l i c a t i o n s  tha n  th e  a b i l i t y  
o f  the  Whi t ley  System to  cope. I t  r a i s e d  th e  q u e s t i o n  of  p a r t i c i p a t i o n  by 
e m p l o y e e s .  W i t h i n  t h e  c o n t e x t  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e ,  G o u r l a y  
cons ide red  the  problem on "exchange theory" .  The b a s i c  p o s t u l a t e  of  t h i s
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t h e o r y  i s :
" e x c h a n g e  c o n s i s t s  i n  t h e  v o l u n t a r y  a c t i o n s  o f  i n d i v i d u a l s  t h a t  a r e  
m o t i v a t e d  by t h e  r e t u r n s  t h e y  a r e  e x p e c t e d  t o  b r i n g ,  and do i n  f a c t  
b r i n g ,  from o th e r s " .
(1975)
The tw o t y p e s  o f  e x c h a n g e  u n d e r  c o n s i d e r a t i o n  a r e  s o c i a l  e x c h a n g e  and  
e c o n o m i c  e x c h a n g e .  G o u r l a y  (1973)  a r g u e s  t h a t  t h e r e  was an  i n c r e a s i n g  
t e n d e n c y  w i t h  t h e  N a t i o n a l  H e a l t h  S e r v i c e  t o w a r d s  v i e w i n g  w o rk  and 
r e m u n e r a t i o n  a s  an  e c o n o m ic  e x c h a n g e ;  w h e r e a s ,  i n  t h e  p a s t  i t  c o u l d  be 
argued  t h a t  the y  were viewed more on a s o c i a l  exchange w i th  th e  employee 
h a v i n g  more d i s c r e t i o n  a s  t o  how he w ou ld  c a r r y  o u t  h i s  w o rk .  E x ch a n g e  
th e o ry  i n d i c a t e d  t h a t  th e  main consequence of  an economic exchange was a 
d im in u t i o n  i n  th e  t r u s t  l e v e l s  be tween  th e  c o n t r a c t i n g  p a r t i e s .  Because 
i t  i n v o l v e s  b a r g a i n i n g  o v e r  t e r m s ,  t h e r e  was a r e q u i r e m e n t  t o  make t h e  
t e r m s  a s  s p e c i f i c  and e x p l i c i t  a s  p o s s i b l e .  T h i s  i s  u n l i k e  s o c i a l  
e x c h a n g e ,  w h i c h ,  b e c a u s e  t h e  o b l i g a t i o n s  a r e  d i f f u s e  and u n s p e c i f i e d ,  
r e q u i r e s  t r u s t i n g  b e h a v i o u r  and  w h i c h  a c c e p t s  t h a t  o b l i g a t i o n s  w i l l  be 
d i s c h a r g e d .  From a work  p o i n t  o f  v i e w ,  t h i s  l a c k  o f  t r u s t  was l i k e l y  t o  
engender c l o s e r  s u p e r v i s i o n  and th e  i n s t a l l a t i o n  o f  c o n t r o l s  f o r  m o n i to r in g  
work. S o c ia l  p s y c h o l o g i s t s  p o i n t  to  a s u b se q u e n t ly  low commitment t o  t h e  
job  on th e  p a r t  o f  t h e  employee.
G o u r l a y  (1975) saw t h i s  "g loom y s c e n a r i o "  a s  a l m o s t  i n e v i t a b l e ,  b u t  
o f f e r e d :
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" l e t  us  i n c r e a s e  t h e  am oun t  o f  p a r t i c i p a t i o n  f o r  e m p l o y e e s  i n  t h e  
d e c i s i o n  m ak ing  p r o c e s s e s  o f  t h e  o r g a n i s a t i o n .  By t h i s  we show we 
t r u s t  them, g iv e  them r e s p o n s i b i l i t y  and d e m o n s t r a te  t h a t  we a r e  n o t  
going to  n a i l  them down".
(1975)
As w i t h  many c o n c e p t s  e v o l v i n g  f r o m  j u d g e m e n t s  w h ic h  a r e  v a l u e  l a d e n ,  
p a r t i c i p a t i o n  i s  n o t  e a s y  t o  i m p l e m e n t .  G o u r l a y  s u g g e s t e d  a num ber  o f  
means of  encouraging  i n d i r e c t  p a r t i c i p a t i o n  which were  perhaps  l e s s  tha n  
s a t i s f a c t o r y .  He s u g g e s t e d  t h a t  t h e  t r e n d  t o w a r d s  l o c a l  p r o d u c t i v i t y  
b a r g a i n i n g  and away from n a t i o n a l  c o l l e c t i v e  b a r g a i n in g  a l lo w e d  employees 
more c o n t r o l  over d e c i s i o n s  i n  r e l a t i o n  to  p lann ing  and l a b o u r  u t i l i s a t i o n ,  
and  i n  some c a s e s  d i r e c t  p a r t i c i p a t i o n  i n  t h e  fo rm  o f  j o b  e n r i c h m e n t .  
P u f f i t  (1975) argued t h a t  p r o d u c t i v i t y  b a r g a i n in g  p la ced  th e  i n i t i a t i v e  i n  
th e  b a rg a in in g  s i t u a t i o n  w i th  th e  employees .  The i n f e r e n c e  from th e  1968 
NBPI r e p o r t  c a l l i n g  f o r  f u l l y  w ork  s t u d i e d  s c h e m e s ,  w o u ld  seem t o  deny  
much e l e m e n t  o f  p a r t i c i p a t i o n .  G o u r l a y  i n d i c a t e d  d o u b t s  a b o u t  t h e  two 
p o t e n t i a l  f o r m s  o f  i n d i r e c t  p a r t i c i p a t i o n  w h ic h  he d e s c r i b e d ,  i n  t h a t  
r e s e a r c h  had d e m o n s t r a t e d  t h a t  j o i n t  c o n s u l t a t i o n  had  p r o v e d  l a r g e l y  
i n e f f e c t i v e  i n  e n s u r in g  t h a t  employees have a vo ice  i n  t h e  management of  an 
e n t e r p r i s e .  Miles  and Smith (1969) su rvey  i n d i c a t e d  t h a t  t h e  main r e a s o n  
f o r  f a i l u r e  was th e  i n d i f f e r e n c e  shown by s e n i o r  management. The p roblems  
d e s c r ib e d  by F i s h e r  and D ra in  (1975) however w e re ; -
" t h e  l i m i t e d  n a t u r e  o f  t h e  s u b j e c t s  w h ic h  can  be d i s c u s s e d ,  and t h e  
l a c k  of management response  when recommendations -  and they  can on ly  
be recommendations -  a r e  made by a JCC".
There was s i m i l a r  ev idence  t h a t  worker  r e p r e s e n t a t i o n  on management boards
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w o u ld  n o t  a c h i e v e  a l l  t h a t  i t  a p p e a r e d  t o  i n  Germ any ,  S c a n d i n a v i a  an d  
Y ugoslavia .  P u f f i t  (1975) i n d i c a t e d  th e  i n t r i n s i c  c o n t r a d i c t i o n  i n  b e in g  a 
w orke r  r e p r e s e n t a t i v e  and a member of  t h e  management team a t  t h e  same t i m e ,  
and  a l s o  t o  t h e  d i f f e r e n c e s  i n  n a t i o n a l  c u l t u r e  w h i c h  w o u ld  im p e d e  t h e  
t r a n s f e r  of  the  concep t  to  Grea t  B r i t a i n .
The L e g i s l a t i v e  Framework
The p e r io d  of  1960-1974 was one i n t e r e s t  i n  t e rm s  o f  i n d u s t r i a l  r e l a t i o n s  
l e g i s l a t i o n .  D i s c u s s i o n  b e g a n  w i t h  t h e  Donovan R e p o r t  ( 1 9 6 8 ) ,  w hose  
a n a l y s i s  o f  t h e  " tw o  s y s t e m s "  h a s  b e e n  o u t l i n e d .  The p u b l i c a t i o n  o f  t h e  
R e p o r t  i n  1968 e s t a b l i s h e d  t h e  c l i m a t e  f o r  a r e c o n s i d e r a t i o n  o f  t h e  
r e l a t i o n s h i p s  b e t w e e n  lo w ,  g o v e r n m e n t ,  management and o rg a n i s e d  l a b o u r .  
U n t i l  t h i s  p o i n t ,  t h e  s y s t e m  had  b e e n  m o s t  u s u a l l y  c h a r a c t e r i s e d  a s  a 
v o l u n t a r y  system, u n r e g u la t e d  by low. As Kahn-Freund d e s c r i b e d :
"There i s  perhaps  no major c o u n t ry  i n  the  w or ld  i n  which th e  law has  
p l a y e d  a l e s s  s i g n i f i c a n t  r o l e  i n  t h e  s h a p i n g  o f  ( i n d u s t r i a l )  
r e l a t i o n s  t h a n  i n  G r e a t  B r i t a i n ,  and i n  w h ic h  t o d a y  t h e  l a w  and t h e  
l e g a l  p r o f e s s i o n  have l e s s  to  do w i t h  l a bou r  r e l a t i o n s " .
(1972)
Clegg d e s c r ib e d  th e  government r o l e  as  one of  h o ld in g  t h e  b a l a n c e  be tween  
e m p l o y e r  and e m p l o y e e s ,  u s i n g  t h e  l a w  o n l y  t o  o f f s e t  t h e  m o s t  b l a t a n t  
i n e q u i t y .  He p o i n t e d  o u t  t h a t  a l t h o u g h  t h e r e  i s  a  s u b s t a n t i a l  body  o f  
s t a t u t o r y  labour  l a w : -
"The p o in t  i s  t h a t  th e  g r e a t  b u lk  o f  i n d u s t r i a l  r e l a t i o n s  l i e s  o u t s i d e  
th e  scope of  t h e s e  s t a t u t e s " .
(1970)
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S i n c e  1968 t h e r e  h a s  b e e n  a v i g o r o u s  d e b a t e ,  c e n t r e d  on t h e  d e g r e e  o f  
l e g i s l a t i o n  which i s  a p p r o p r i a t e  f o r  t h e  improvement o f  l a b o u r  r e l a t i o n s .  
Armstrong used th e  d e s c r i p t i o n
" s t r a i t j a c k e t  o r  framework".
(1973)
t o  c h a r a c t e r i s e  t h e  p o le s  of  t h e  a rgument.  Concensus i n  th e  d e b a t e  cannot  
be r eached ,  h inde red  by the  e x i g e n c i e s  of  p a r t y  p o l i t i c a l  d e b a t e  and s h o r t  
t e rm  p o l i t i c a l  f o r t u n e  as e x e m p l i f i e d  by th e  l o s s  o f  t h e  i n d u s t r y  R e l a t i o n s  
B i l l  f o l l o w i n g  t h e  d e f e a t  o f  t h e  L a b o u r  G overnm en t  i n  1970.  A r m s t r o n g  
t r a c e d  t h e  d e v e l o p m e n t  o f  w h a t  he c a l l e d  t h e  " b o r d e r  l i n e "  f r o m  t h e  
C o n s e rv a t iv e  p u b l i c a t i o n  "A G ia n t ' s  S t r e n g th "  i n  1958, th ro u g h  a " F a i r  Deal  
a t  Work",  p u b l i s h e d  i n  1968,  and  i n  t h e  " I n d u s t r i a l  R e l a t i o n s  B i l l  
C o n s u l t a t i v e  document":-
" I n  a l l  t h e  f e a t u r e s  o f  o u r  v o l u n t a r y  s y s t e m  -  a s s o c i a t i o n ,  
o r g a n i s a t i o n ,  r e c o g n i t i o n ,  b a r g a i n i n g ,  agreement,  d i s a g r e e m e n t  -  the  
I n d u s t r i a l  R e l a t i o n s  Act i n t e r v e n e s ,  o r  makes p r o v i s i o n  f o r  p o t e n t i a l
i n t e r v e n t i o n  ........  Whatever i t s  p r e c i s e  p r a c t i c a l  e f f e c t s ,  as  a  p i e c e
o f  l e g i s l a t i o n  t h e  Act  d o e s  r e p r e s e n t  a m a s s i v e  i n t e r v e n t i o n  by t h e  
s t a t e  i n t o  th e  p ro c e d u r a l  a s p e c t s  of  i n d u s t r i a l  r e l a t i o n s " .
(1973)
A f t e r  r e p e a t e d  c o n t r o v e r s y ,  t h e  1971 A ct was r e p e a t e d  f o l l o w i n g  t h e  
C onse rva t ive  Government 's  d e f e a t  i n  1974. The p e r io d  f o l l o w i n g  t h e  change 
i n  G overnment  r e s u l t e d  i n  w h a t  A r m s t r o n g  i d e n t i f i e d  a s  "a s o f t e r  l i n e "  
embodied i n  the  Trade Union and Labour R e l a t i o n s  Act o f  1974, and th e  Trade 
U nion  (Amendm e n t ( 1 9 7 6 ) ) ,  E m ploym e n t  P r o t e c t i o n  (1975)  and C o n s o l i d a t i o n
(1978)  A c t s .
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I m p l i c a t i o n s  f o r  Management
The e a r l y  d e v e l o p m e n t  o f  i n d u s t r i a l  r e l a t i o n s  a f f e c t e d  N a t i o n a l  H e a l t h  
S e r v i c e  m anagem en t  a t  tw o  l e v e l s .  C o n c e p t u a l l y ,  i t  may be d i s c u s s e d  i n  
t e r m s  of  management s t y l e .  An a p p r o p r i a t e  s t y l e  must r e f l e c t  th e  r e g a rd  
f o r  t h e  i n d i v i d u a l .  This  emerged from th e  t r e n d  tow ards  l o c a l  b a rg a i n in g ,  
t h e  t r e n d  towards  employee p a r t i c i p a t i o n ,  t h e  im p le m e n ta t i o n  o f  employee -  
o r i e n t a t e d  l e g i s l a t i o n .  As Gour lay d e s c r i b e d : -
" In  te rm s  of  a  management p h i lo so p h y ,  t h e  a s s um pt ions  abou t  th e  n a t u r e  
o f  man c o n t a i n e d  i n  M c G re g o r ' s  T h e o ry  a r e  e x p o u s e d .  T h e r e  i s  a 
g e n u i n e  b e l i e f  t h a t  p e o p l e  do w a n t  r e s p o n s i b i l i t y ,  t h a t  t h e y  can
e x e r c i s e  s e l f  c o n t r o l  i n  th e  pe r fo rm ance  of  t h e i r  job ,  t h a t  they  a r e
n o t  i n h e r e n t l y  l a z y .......
The managers no lo n g e r  p r e d o m in a n t ly  see  t h e i r  job  as  c o n t r o l l i n g  and 
c o e r c i n g ,  b u t  much more a p r o c e s s  o f  f a c i l i t a t i o n  and h e l p  t o  t h e i r  
s u b o rd in a t e s .  We move t o  a management s t y l e  v a r i o u s l y  d e s c r ib e d  as  
9 .9 ,  s y s t e m  4,  p a r t i c i p a t i v e  e t c .  J o b s  a r e  d e s i g n e d  f o r  p e o p l e  t o  
develop  t h e i r  t a l e n t s  and to  grow p s y c h o l o g i c a l l y  th rough  th e  e x e r c i s e  
o f  t h e i r  r e s p o n s i b i l i t y  i n  f u l f i l l i n g  th e  d i f f u s e  o b l i g a t i o n s  a r i s i n g  
ou t  of  the  s o c i a l  exchange".
(1975)
This  s t y l e  i s  somet imes  proposed  as  an a c t i v i t y ,  good i n  i t s e l f ,  somet imes  
as  a  means of  m a i n t a i n i n g  o f  i n c r e a s i n g  p r o d u c t i v i t y ,  somet imes  as  both .
I n  e a c h  c a s e ,  w h a t  i t  d o e s  i s  a d v a n c e  t h e  i n t e r e s t s  o f  t h e  e m p lo y e e  a s  a
l e g i t i m a t e  o b j e c t i v e  o f  t h e  o r g a n i s a t i o n .  The consequence may be,  however,  
t h a t  i t  i s  no t  p o s s i b l e  t o  o p t i m i s e  t h e  p u r s u i t  o f  a l l  t h e  o r g a n i s a t i o n ' s
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o b j e c t i v e s ,  and so some may l a g  beh ind  i f  employee i n t e r e s t s  a r e  g iven  top  
p r i o r i t y .  I n  t h e  c a s e  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e ,  i t  c o u l d  be t h e  
i n t e r e s t s  o f  th e  p a t i e n t s  which  would s u f f e r .
At t h e  se c o n d  l e v e l  o f  i m p a c t .  N a t i o n a l  H e a l t h  S e r v i c e  m a n a g e r s  had  t o  
c o n s i d e r  t h e i r  r e s p o n s i b i l i t i e s  f o r  sound i n d u s t r i a l  r e l a t i o n s  w i t h  more 
s e r i o u s n e s s  and s k i l l  t h a n  had  b e e n  e v i d e n t  i n  t h e  p a s t .  As p a r t n e r s  i n  
t h e  p ro c e s s  w i t h  employees and t h e i r  u n io n s ,  w i t h  government and th e  law 
t h e  p r o c e s s  was u r g e n t  b u t  d e l i c a t e .  F o u r  r e q u i r m e n t s  p r e d o m i n a t e d ,  
f i r s t l l y  to  more tow ards  a more ad eq u a te  machinery  f o r  b a rg a i n in g .  This  
i n d i c a t e d  a need  f o r  m o d i f i a t i o n  and  r e f o r m  o f  t h e  W h i t l e y  S y s t e m ,  b u t  
d e s p i t e  t h i s ,  t o  a g r e e  s u i t a b l e  p r o c e d u r e s  f o r  g r i e v a n c e  and  d i s c i p l i n e .  
S e c o n d l y ,  t h e r e  was  t h e  n e e d  t o  d e v e l o p  s k i l l s  f o r  b a r g a i n i n g  a t  l o c a l  
l e v e l .  D esp i te  th e  a c u t e  need f o r  t h i s  deve lopment ,  Laurence no ted:
" U n fo r tu n a te ly  t h i s  l a c k  of  i n d u s t r i a l  r e l a t i o n s  e x p e r t i s e  appea rs  t o  
p e r s i s t  r i g h t  up t h e  m a n a g e m e n t  t r e e .  The t u r n o v e r  i n  c a r e e r  c i v i l  
s e r v a n t s ,  who s t a f f  th e  management s i d e  s e c r e t a r i a t  a t  W hi t ley  l e v e l  
i s  su c h  t h a t ,  i f  t h e y  h a v e  t h e  p r o p e n s i t y  t o  d e v e l o p  n e g o t i a t i n g  
e x p e r i e n c e ,  th e y  have n o t  t h e  t im e " .
(1973)
The un ions  however cou ld  draw on e x p e r i e n c e  ga ined  form d e a l i n g  w i th  o t h e r  
o r g a n i s a t i o n s ,  and were t r a i n i n g  t h e i r  n e g o t i a t o r s  w i t h  more energy  th a n  
management.
T h i r d l y ,  was t h e  n e e d  t o  a p p r e c i a t e  and i m p l e m e n t  t h e  r e l e v a n t  p a r t s  o f  
s t a t u t o r y  p r o v i s io n s .  Th is  in v o lv e d  c o n s i d e r a b l e  f l e x i b i l i t y  and awareness  
a s  t h e  body o f  l a w  was  i n c r e a s i n g  and c h a n g i n g  a t  s u c h  a r a p i d  r a t e .
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P e r h a p s  t h e  m os t  p e r t i n e n t  e x a m p le  was t h e  l a w  r e l a t i n g  t o  u n f a i r  
d i s m i s s a l .  T h i s  d e v e l o p e d  i n  t h e  1971 I n d u s t r i a l  R e l a t i o n s  A ct  and 
s t r e n g t h e n e d  i n  th e  1974 Trade Union and Labour R e l a t i o n s  Act .  R e f e r r i n g  
t o  t h e  n e w ly  i n t r o d u c e d  c o n c e p t  o f  ' c o n s t r u c t i v e  d i s m i s s a l '  E dw ards  
commented:
" H e a l t h  S e r v i c e  M anagers  a r e  w o r r i e d  t h a t  t h e  p o p u l a r  a p p r o a c h  o f  
pe r suad ing  an employee to  r e s i g n  may now be c h a l l e n g e d " .
(1975)
M a n a g e m e n t  p r o c e d u r e s  w e r e  t h e r e f o r e  q u e s t i o n a b l e ,  a n d  s p e c i a l  
c o n s i d e r a t i o n  had  t o  be g i v e n  t o  t h e  q u e s t i o n  o f  who had  t h e  p o w er  t o  
d i s m i s s .  B e r r i d g e  (1975)  a r g u e d  t h a t  t h i s  r i g h t  w o u ld  n o t  be e x e r c i s e d  
b e l o w  S e c t o r  A d m i n i s t r a t o r  l e v e l .  A g re e m e n t  a l s o  n e e d e d  t o  be made 
conce rn ing  sound and e f f i c i e n t  d i s c i p l i n a r y  and g r i e v a n c e  p rocedu res .  Time 
l i m i t s  f o r  making  c o m p l a i n t s  a g a i n s t  u n f a i r  d i s m i s s a l  w e re  e x t e n d e d  t o  
t h r e e  months,  and i n d u s t r i a l  t r i b u n a l s  had d i s c r e t i o n  t o  h e a r  c o m p la in t s  
made 'ou t  of  t i m e ' ,  bu t  t h i s  p r o v i s i o n  c o n ta in e d  an i m p l i e d  r e q u i r e m e n t  f o r  
u p - t o - d a t e  and a c c u r a t e  p e r s o n n e l  r e c o r d s .  T h i s  t y p e  o f  a t t e n t i o n  t o  
l e g i s l a t i v e  requ i rem ent  ex tended over  t h e  whole body o f  l a b o u r  law.
The f o u r t h  r e q u i r e m e n t  f o c u s s e d  on t h e  u n d e r s t a n d i n g  o f  t h e  r o l e  o f  
management i n  i n d u s t r i a l  r e l a t i o n s .  Much o f  t h i s  has  been  im p l i e d  i n  th e  
d i s c u s s i o n  of  l o c a l  b a rg a i n in g ,  W hi t ley i sm ,  p a r t i c i p a t i o n  and l e g i s l a t i o n .
The need was re c o g n i se d  to  c o n s id e r  th e  employment o f  I n d u s t r i a l  R e l a t i o n s  
S p e c i a l i s t s .
The development o f  th e  new r o l e  of  I n d u s t r i a l  R e l a t i o n s  S p e c i a l i s t  i n  th e  
N a t io n a l  Health  S e rv ic e  was no t  encourag ing .  Donovan had o f f e r e d  somwhat
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d i s p a r a g i n g  v i e w s ; -
"Many of the  o l d e r  g e n e r a t io n  of  p e r s o n n e l  managers see  the m se lves  
s im p ly  as p r o f e s s i o n a l  n e g o t i a t o r s .  Even i f  a  p e r s o n n e l  manager has  
t h e  a b i l i t y  t o  d e v i s e  an  e f f e c t i v e  p e r s o n n e l  p o l i c y ,  t h e  d i r e c t o r  
r e s p o n s i b l e  f o r  p e r s o n n e l  ( i f  t h e r e  i s  one) o r  t h e  b o a r d  a s  a  w h o l e ,  
may n o t  w an t  t o  l i s t e n  t o  h im .  Many f i r m s  h a v e  a c q u i r e d  d i s o r d e r l y  
pay  s t r u c t u r e s  and  u n c o - o r d i n a t e d  p e r s o n n e l  p r a c t i c e s  b e f o r e  t h e y  
appo in ted  a p e r s o n n e l  manager,  and t h e  burden of  d e a l i n g  w i t h  d i s p u t e s  
and problems as they  a r i s e  has abso rbed  h i s  whole t ime and e n e r g y " .
(1968)
S e c o n d l y  Donovan recommended  t h a t  t h e  r e s p o n s i b i l i t y  f o r  r e v i e w i n g  
i n d u s t r i a l  r e l a t i o n s  s h o u l d  be l o c a t e d  t o t a l l y  w i t h  t h e  b o a r d s  o f  
c o m p a n i e s .  L i t t l e  was s a i d  a b o u t  a  p o t e n t i a l  c o n t r i b u t i o n  f r o m  t h e  
s p e c i a l i s t .  T h i s  r a t h e r  g l o o m y  v i e w  o f  t h e  i n d u s t r i a l  r e l a t i o n s  
s p e c i a l i s t s  r o l e  was e ch o e d  when c o n s i d e r e d  i n  r e l a t i o n  t o  t h e  N a t i o n a l  
H e a l th  Se rv ice .  P e r s o n n e l  management as  a s p e c i a l i s m  i t s e l f  was of  r e c e n t  
growth .  The DHSS c i r c u l a r  HM(72)65 i s s u e d  i n  September 1972 was th e  f i r s t  
r e c o g n i t i o n  of  a comprehens ive f u n c t i o n .  Although t h e  document was l a r g e l y  
d e v o t e d  t o  p u t t i n g  t h e  c a s e  f o r  t r a i n i n g  a s  a s p e c i a l i s e d  p a r t  o f  t h e  
P e r s o n n e l  f u n c t i o n ,  one s e n t e n c e  c o v e r e d  i n d u s t r i a l  r e l a t i o n s ,  and  t h a t  
conveyed l i t t l e  urgency  o r  awareness of  th e  magnitude of  t h e  p rob lem :-
"The I n d u s t r i a l  R e l a t i o n s  Code has  h i g h l i g h t e d  p a r t i c u l a r  a s p e c t s ,  (o f  
c o n s u l t a t i o n ;  o r g a n i s a t i o n ;  g r i e v a n c e  and d i s c i p l i n a r y  p rocedu re )  and 
i l l u s t r a t e s  how i m p o r t a n t  i t  i s  t h a t  t h e  p e r s o n n e l  f u n c t i o n  i s  
p e r f o r m e d  s e n s i t i v e l y  and s k i l f u l l y  by l i n e  m a n a g e r s  and by t h e  
s p e c i a l i s t  p e r s o n n e l  s t a f f  who s u p p o r t  them".
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(1972)
The same s e n t i m e n t s  w e re  e v i d e n t  i n  t h e  Grey Book,  a l t h o u g h  i t  d i d  
r e c o g n i s e  p e r s o n n e l  management  a s  g e n e r a l l y  a m a jo r  management p r o c e s s ,  
a l o n g  w i t h  p l a n n i n g ,  m o n i t o r i n g  and  c o n t r o l l i n g .  But  i n  d e t a i l ,  i t  
h i g h l i g h t e d  s e l e c t i n g  and a p p o i n t i n g  s t a f f ,  d e v e l o p i n g  m a n a g e r s  i n  t h e  
N a t io n a l  Hea l th  S e r v i c e ,  and c o n t r o l l i n g  e s t a b i s h m e n t s  and s t a f f i n g  c o s t s  
a s  t h e  m a j o r  t a s k s .  As was d e s c r i b e d  i n  t h e  s e c t i o n  on t h e  r e f o r m  o f  
W h i t l e y ,  n a t i o n a l  a g r e e m e n t s  c o n t i n u e d  t o  be t h e  no rm .  C o n s i d e r i n g  t h e  
m o d e l  r o l e  s p e c i f i c a t i o n  f o r  t h e  A re a  P e r s o n n e l  O f f i c e r ,  o f  21 i t e m s  o f  
r e s p o n s i b i l i t y ,  4 impinged upon i n d u s t r i a l  r e l a t i o n s .
"4.2 C o o r d i n a t e s  d i s t r i b u t i o n  o f  W h i t l e y  C o u n c i l  c i r c u l a r s  and  RHA 
p e r s o n n e l  p o l i c y  s t a t e m e n t s  and, where a c t i o n  i s  r e q u i r e d ,  b r i n g s  t h i s  
to  the  a t t e n t i o n  o f  th e  managers conce rned .
4.4 P r o v i d e s  a d v i c e  on i m p l e m e n t a t i o n  o f  p r o d u c t i v i t y  s c h e m e s  and  
k e e p s  i n  t o u c h  w i t h  n a t i o n a l  d e v e l o p m e n t s  i n  t h i s  f i e l d ,  e . g . ,  
i d e n t i f i e s  s u c c e s s f u l  s chem es  so t h a t  m a n a g e r s  c a n  v i s i t  t h e  u n i t s  
invo lved  to  e v a l u a t e  them f o r  th e m s e lv es .
4.5 I d e n t i f i e s  t h e  l o c a l  i m p l i c a t i o n s  o f  any  new l e g i s l a t i o n  
a f f e c t i n g  i n d u s t r i a l  r e l a t i o n s  and a d v i s e s  managers on s t e p s  t o  t a k e  
e . g .  to  meet t h e  requ i rem en ts  of  th e  I n d u s t r i a l  R e l a t i o n s  Act .
5.2 D e v e lo p s  c o n s u l t a t i v e  a r r a n g e m e n t s  i n c l u d i n g  t h o s e  f o r  s t a f f  
w i s h i n g  to  b r i n g  m a t t e r s  t o  t h e  a t t e n t i o n  o f  s e n i o r  m a n a g e r s ,  and  
a d v i s e s  AHA and  D i s t r i c t  s t a f f  on s t e p s  t o  t a k e  i n  t h e  e v e n t  o f  
d i s p u te s  w i th  s t a f f . "
(1972)
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T h is  p ro to ty p e  was m od i f ied  by Area P e r s o n n e l  O f f i c e r s  on a p p o in tm e n t ,  bu t  
l i m i t a t i o n s  were imposed by n a t i o n a l  ag reem en t ,  and l a c k  of  s t a f f  s k i l l e d  
i n  t h e  knowledge o f  i n d u s t r i a l  r e l a t i o n s .  However,  t h e  p r e s s u r e s  c on t inued  
to  move towards th e  d e c e n t r a l i s a t i o n  of  b a r g a i n i n g .
Anthony and C r ich ton  (1969) o f f e r e d  two p o s s i b l e  f r am e s  of  r e f e r e n c e  f o r  
t h e  s p e c i a l i s t  -  f i r s t l y
" t h a t  t h e r e  a r e  no n e c e s s a r y  and  deep  d i v i s i o n s  o f  i n t e r e s t  b e t w e e n  
s e c t i o n s  of  th e  i n d u s t r i a l  community".
Secondly
"T he  a l t e r n a t i v e  t o  t h i s  u n i t a r y  f r a m e  o f  r e f e r e n c e  i s  t h a t  
d iv e rg e n c ie s  of  i n t e r e s t  a r e  a r e a l  and i n e s c a p a b l e  accompaniment of  
o rg an ised  work p r o c e s s e s " .
The f i r s t  i m p l i e s  t h a t  s e p a r a t e  r e p r e s e n t a t i o n  o f  e m p l o y e e  i n t e r e s t s  i s  
u n ecc es sa ry ,  because management, and e s p e c i a l l y  t h e  p e r s o n n e l  s p e c i a l i s t ,  
do t h i s  a d e q u a t e l y .  The s e c o n d  i m p l i e s  t h a t  i t  i s  e s s e n t i a l  f o r  t h e  
d i s p a r a t e  i n t e r e s t s  t o  be i n d e p e n d e n t l y  r e p r e s e n t e d .  T h i s  i n t r o d u c t i o n  
i n d i c a t e s  t h a t  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  o n l y  t h e  s e c o n d  f r a m e  o f  
r e f e r e n c e  can be he ld .  This  removes some of th e  "ambiva lence  of  a t t i t u d e "  
w h ic h  Anthony and C r i c h t o n  saw i n  t h e  s p e c i a l i s t s '  r o l e .  T h e r e  i s  no 
q u e s t i o n  of  the  s p e c i a l i s t  a c t i n g  as  a r e p r e s e n t a t i v e  o r  "hones t  b roker"  o f  
th e  work people ' s  i n t e r e s t s .  He i s ,  a s  Forman (1964) r e c o g n i s e d
"An i n t e g r a l  p a r t  o f  m anagement  w i t h  e m p h a s i s  on a c h i e v i n g  o p t im u m  
r e s u l t s  from the  human r e s o u r c e s  o f  th e  b u s i n e s s " .
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I n  th e  p a r t i c u l a r  N a t i o n a l  H ea l th  S e r v i c e  c o n t e x t ,  t h e  i n d u s t r i a l  r e l a t i o n s  
s p e c i a l i s t  had  a p o t e n t i a l l y  v i t a l  r o l e  a s  p a r t  o f  t h e  m a n ag em e n t  t e a m .  
Lupton (1964) d e s c r i b e d  th e  P e r s o n n e l  Manager as" t h e  t e c h n o l o g i s t  o f  t h e  
b e h a v i o u r a l  s c i e n c e s "  and as such had a l a t e n t  p o t e n t i a l  tow ards  re form.
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THE EVOLUTIONARY PROCESS 1974 -  1980
GENERAL TRENDS
1974 1980
The subsequen t  development of  i n d u s t r i a l  r e l a t i o n s  i n  t h e  N a t i o n a l  H e a l th  
S e rv ic e  may be d i v i d e d  i n t o  t h r e e  main phases .  From th e  end of  1972 u n t i l  
t h e  b eg in in g  o f  1976 t h e r e  were t h r e e  y e a r s  dominated  by n a t i o n a l  d i s p u t e s  
a bou t  pay (see  append ix  3). These had been fo reshadowed i n  th e  l a b o r a t o r y  
t e c h n i c i a n s '  d i s p u t e  o f  1968-69 and t h e  e l e c t r i c i a n s  d i s p u t e  o f  1970, bu t  
th e  i n t e n s i t y  i n c r e a s e d  a f t e r  1972.
As Edwards '  s t a t e s :
" D e s p i t e  c l e a r  w a r n i n g s ,  i t  was n o t  u n t i l  t h e  mid  1 9 7 0 ' s  t h a t  
m anagement i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  b e g a n  t o  t a k e  i n d u s t r i a l  
r e l a t i o n s  s e r i o u s l y " .
(1979)
Some d i s p u t e s  a r o s e  f rom incomes p o l i c y ,  o t h e r s  were u n s e t t l e d  i s s u e s  of  
g ra d in g  a r i s i n g  from t h e  r e o r g a n i s a t i o n  o f  th e  N a t i o n a l  H e a l th  S e r v i c e  i n  
1974. The d i s p u t e s  o f f e r e d  e l e m e n t s  of  n o v e l t y  i n  t e rm s  of  r e a d i n e s s  f o r  
l o c a l  i n d u s t r i a l  a c t i o n ,  bu t  t h e r e  was a l s o  much t h a t  was t r a d i t i o n a l .  The 
d i s p u t e s  over h ô p i t a l  d o c t o r s  pay r e - e c h o e d  th e  d i s p u t e  ove r  t h e  K in d e r s l e y  
r e p o r t  (1970)  c o n c e r n i n g  g e n e r a l  p r a c t i t i o n e r s  p ay .  The n u r s e s '  pay 
d i s p u t e  was p r e c e d e d  by t h e  a r g u m e n t  w i t h  Enoch P o w e l l  and  by t h e  R en 's  
" r a i s e  th e  roof"  campaign  o f  1970. The most  i m p o r t a n t  new f e a t u r e  however,  
was t h a t  the  d i s p u t e s  c o n t r i b u t e d  t o  a permanent  i n c r e a s e  i n  membership and 
a c t i v i t y  o f  t r a d e  u n i o n s  l o c a l l y .  T h i s  was  c o n s o l i d a t e d  i n  t h e  s e c o n d  
p h a s e  o f  " t h e  t r o u b l e s "  f ro m  1 9 7 6 -1 9 7 7  ( s e e  a p p e n d i x  3 ) ,  w h ic h  w e re  
p r i n c i p a l l y  l o c a l  d i s p u t e s  f o l l o w i n g  r e o r g a n i s a t i o n  i n  1974.
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From 1978 u n t i l  1980 a new p h a s e  o f  n a t i o n a l l y  o r g a n i s e d  d i s p u t e s  
d eve loped ,  c o n c u r r e n t  w i th  c o n t in u in g  l o c a l  d i s p u t e s .
The f i r s t  major n a t i o n a l  d i s p u t e  was th e  a n c i l l a r y  w orke r s '  s t r i k e  i n  1972- 
73.  The i m m e d i a t e  p r e c i p i t a t i n g  c a u s e  was an  a n o m a l y  i n  t h e  o p e r a t i n g  
i n c o m e s  p o l i c y .  The pay  o f  N a t i o n a l  H e a l t h  S e r v i c e  a n c i l l a r y  s t a f f  had  
t r a d i t i o n a l l y  been l i n k e d  a f t e r  a few weeks d e l a y  to  s e t t l e m e n t s  f o r  l o c a l  
government s t a f f .  Loca l  government s e t t l e d  b e f o r e  t h e  i n t r o d u c t i o n  o f  th e  
s t a t u t o r y  incomes p o l i c y ,  and th e  t r a d i t i o n a l  l i n k  was broken.  NUPE was 
p l a c e d  u n d e r  g r e a t  p r e s s u r e  n o t  o n l y  f ro m  m e m b e rs ,  b u t  a l s o  t h e  o t h e r  
u n i o n s  r e p r e s e n t i n g  t h e  a n c i l l a r y  s t a f f  -  GMWU, TGWU and  COHSE. The 
p r e s s u r e  o f  u n o f f i c i a l  a c t i o n ,  p a r t i c u l a r l y  f r o m  TGWU l e d  t o  t h e  f i r s t  
d e m o n s t r a t i o n  of  c o n c e r t e d  a c t i o n .  An o f f i c i a l  one day  s t r i k e  on 1 7 t h  
D e cem b er ,  1972 was  f o l l o w e d  by a b a l l o t  on f u r t h e r  a c t i o n .  The b a l l o t  
p r o d u c e d  a m a j o r i t y  f o r  a n a t i o n a l  s t r i k e ,  b u t  t h e  u n i o n s  p r e f e r r e d  
s e l e c t i v e  s t r i k e s ,  an o v e r t im e  ban,  and w i th d ra w a l  o f  c o - o p e r a t i o n .  There 
was l i t t l e  d e t a i l e d  gu idance  however from n a t i o n a l  un ion  h e a d q u a r t e r s ,  and 
much was l e f t  t o  t h e  i n i t i a t i v e  o f  l o c a l  shop s t e w a r d s .  They had  t h e  
r e s p o n s i b i l i t y  o f  n e g o t i a t i n g  b o t h  t y p e s  o f  a c t i o n ,  and  a b o u t  t y p e s  o f  
emergency cover to  be p rov ided .  As Dyson (1974) r e p o r t e d  on t h e  d i s p u t e  i n  
Leeds
"What made t h e  c r i s i s  w o r s e ,  w h e re  t h e  s t r i k e s  o c c u r r e d ,  was t h a t  
o f t e n  t h e r e  was no com m it tee  of  s t e w a rd s  w i th  whom to  n e g o t i a t e .  The 
machinery had to  be s e t  up f i r s t  and a l l  th e  t i m e  t h i n g s  l i k e  l a und ry
s t o c k s  w ere  g o i n g  down  The l o n g e r  t h e s e  n e g o t i a t i o n s  d r a g g e d
on, the  weaker management 's  p o s i t i o n  became, w h i l s t  the  s t e w a rd s  grew 
more c o n f i d e n t " .
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The s toppages  d id  n o t  a c h i e v e  t h e i r  main o b j e c t i v e ,  b u t  d id  r e s u l t  i n  both  
i n c r e a s e d  membership and new d e t e r m i n a t i o n .
The n e x t  n a t i o n a l  d i s p u t e  a l s o  a r o s e  f r o m  in c o m e s  p o l i c y  b u t  was  more 
i n t e n s e  because  of  i n t e r u n i o n  r i v a l r y .  Th is  was th e  c o n f l i c t  ove r  n u r s e s '  
pay  i n  1974.  N u r s e s  had  r e c e i v e d  a l a r g e  a w a r d  i n  1970 ,  b u t  by 1974 t h e  
d i f f e n t i a l  was w i d e n i n g .  R i v a l r y  b e t w e e n  u n i o n s  had  b e e n  e n g e n d e r e d  
f o l l o w i n g  t h e  i n t r o d u c t i o n  o f  t h e  I n d u s t r i a l  R e l a t i o n s  A c t  1971.  T h i s  
p r o m p t e d  t h e  Ren t o  a d o p t  a m ore  a c t i v e  l o c a l  r o l e ,  i n c l u d i n g  t h e  
a p p o i n t m e n t  o f  s t e w a r d s .  A l s o ,  COHSE l e f t  t h e  TUG, a d e c i s i o n  w h ic h  
p r o t e c t e d  i t s  membership from th e  Ren b u t  which  l o s t  i t s  p r o t e c t i o n  from 
th e  B r i d l i n g t o n  ag re e m e n t ,  and en a b le d  NUPE t o  open ly  "poach" members. The 
n u r s e s  pay d i s p u t e  t h e r e f o r e ,  p r o v i d e d  t h e  o p p o r t u n i t y  f o r  COHSE to  r e ­
e s t a b l i s h  i t s e l f ,  and  f o r  t h e  Ren t o  c o n s o l i d a t e  i t s  new r o l e .  The 
government,  i n  r e s p o n s e ,  e s t a b l i s h e d  a s p e c i a l  com m it tee  of  e n q u i ry  whose 
r e c o m m e n d a t i o n s  p r o v e d  g e n e r o u s  ( H a l s b u r y  1974) .  The a b s e n c e  o f  l o c a l  
a c t i o n  was t h e  m a j o r  r e a s o n  f o r  t h e  l o n g e r  t e r m  e f f e c t s  o f  t h e  d i s p u t e  -  
g r e a t e r  membership and a c t i v i t y .
M e d i c a l  s t a f f  w e r e  t h e  n e x t  g r o u p  i n v o l v e d  i n  i n d u s t r i a l  a c t i o n .  The 
C o n s u l ta n ts  began to  work to  r u l e  i n  1975, i n  p r o t e s t  abou t  th e  breakdown 
o f  n e g o t i a t i o n s  over  new c o n t r a c t s .  N e g o t i a t i o n s  had commenced i n  1972.
J u n i o r  h o s p i t a l  d o c t o r s  t h e n  took  i n d u s t r i a l  a c t i o n ,  c o n s i d e r i n g  t h a t  th e  
new s y s t e m  o f  p a y m e n t  f o r  o v e r t i m e  w o u ld  w o rk  t o  t h e  d e t r i m e n t  o f  some 
s t a f f .  The new a t t i t u d e  was d e v e lo p in g ,  and as  th e  BMA annua l  co n fe rence  
was reminded: -
"We a r e  i n  a j u n g l e  gen t lem en  and u n l e s s  we f i g h t  l i k e  th e  o t h e r s  we
w i l l  go down".
(1974)
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The a tmosphere  became confused when th e  i s s u e  of  th e  c o n s u l t a n t s  c o n t r a c t  
beca m e  t e m p o r a r y  l i n k e d  t o  t h a t  o f  t h e  f u t u r e  o f  p r i v a t e  p r a c t i c e ,  
r e s u l t i n g  f rom  a l o c a l  u n i o n  a c t i o n  by o t h e r  s t a f f  a g a i n s t  p r i v a t e  
p r a c t i c e .  The c o n s u l t a n t s ,  i t  may be argued ,  had th e  l e g i t i m a t e  g r i e v a n c e  
abou t  th e  p r o t r a c t e d  n e g o t i a t i o n s  conce rn ing  t h e i r  c o n t r a c t s .  The j u n i o r  
h o s p i t a l  d o c to r s  d i s p u t e  of  1975 however,  was more du b io u s .
The j u n i o r  h o s p i t a l  d o c t o r s  were i n  d i s p u t e  a g a i n s t  a s e t t l e m e n t  whcih  they  
had b e e n  p a r t y  t o  -  b u t  on p o i n t s  o f  i n t e r p r e t a t i o n  w h ic h  s h o u l d ,  
p r o c e d u r a l l y ,  b e e n  r e f e r r e d  t o  t h e  R ev iew  body on D o c t o r s '  and D e n t i s t s '  
pay.
In  bo th  c a s e s ,  c o m p e t i t i o n  both  f o r  n e g o t i a t i n g  r i g h t s  and f o r  membership 
had i n t e n s i f i e d  th e  d i s p u te .  The BMA was e x p e r i e n c in g  a  c h a l l e n g e  on i t s  
s o l e  n e g o t i a t i n g  r i g h t s  f o r  c o n s u l t a n t s  from th e  H o s p i t a l  C o n s u l t a n t s  and 
S p e c i a l i s t s  A s s o c i a t i o n  (HCSA). The g r e a t e s t  e f f e c t s  of  t h i s  r i v a l r y  were 
e x p e r i e n c e d  i n  t h e  j u n i o r  d o c t o r s '  d i s p u t e .  At t h e  end o f  1975, i t  was th e  
a c u t e  c o m p e t i t i o n  be tween  the  J u n i o r  H o s p i t a l  D o c t o r s  A s s o c i a t i o n  (JHDA) 
and  t h e  BMA w h i c h  p r e c i p i t a t e d  i n d u s t i a l  a c t i o n .  A l t h o u g h  p u b l i c  
d i s c u s s i o n  f o c u s s e d  on t h e  n o v e l t y  o f  i n d u s t r i a l  a c t i o n  by d o c t o r s ,  t h e  
m ed ica l  s t a f f  proved c y n i c a l .
" i n  t w e n t y  y e a r s  o f  n e g o t i a t i o n  w i t h  t h e  D e p a r t m e n t  o f  H e a l t h ,  t h e
fundamenta l  problems of  j u n i o r  d o c t o r s .............f i g u r e  l i t t l e  i f  a t  a l l " .
(Gordon and I l i f f e  1975)
The t h r e e  major groups  of  d i s p u t e s  a f f e c t i n g  a n c i l l a r y  s t a f f ,  n u r s e s ,  and 
d o c t o r s  were th e  l a r g e s t .  There were  some a s s o c i a t e d  " r e l a t i v i t y "  c l a i m s  
f o r  l a r g e  pay i n c r e a s e s  by r a d io g r a p h e r s  and o t h e r  s t a f f .
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T h e r e  w e r e  a l s o  a number  of  c l a i m s  f o r  r e g r a d i n g  a r i s i n g  f ro m  t h e  
r e o r g a n i s a t i o n  o f  1974.  The most  i m p o r t a n t  a f f e c t e d  c a t e r i n g  o f f i c e r s ,  
works o f f i c e r s  and ambulancemen.
The p e r i o d  1972 u n t i l  1980 was dominated  by a number o f  n a t i o n a l  d i s p u t e s .  
M a n a g e m e n t  w e r e  o f t e n  p r e o c c u p i e d  w i t h  t h e  p r o b l e m s  c a u s e d  by  
r e o r g a n i s a t i o n  and proved  r e a c t i v e  t o  ev e n t s  and i n i t i a t i v e s  from unions  a t  
l o c a l  l e v e l .  There was an i n t e n s i f i c a t i o n  of  c o - o r d i n a t e d  a c t i o n  between 
1 9 7 6 - 1 9 8 0 .  On t h e  s t a f f f  s i d e  t h e r e  w e re  more s hop  s t e w a r d s ,  more 
c o m p e t i t i o n  f o r  u n i o n  m e m b e r s h ip ,  and i n c r e a s e d  s c o p e  a r i s i n g  f ro m  new 
l a b o u r  l e g i s l a t i o n ,  p a r t i c u l a r l y  on d i s c i p l i n a r y  m a t t e r s .  On t h e  
management s id e ,  t h e r e  was a g r e a t e r  w i l l i n g n e s s  to  t a k e  i n i t i a t i v e s ,  even 
t h o u g h  t h e s e  w e re  o f t e n  f e l t  t o  be c o n f u s e d  and h a m p e r e d ,  b e c a u s e  o f  t h e  
m a n a g e m e n t  s t r u c t u r e .  Most  H e a l t h  A u t h o r i t i e s  w e re  n e g o t i a t i n g  l o c a l  
d i s c i p l i n a r y  and  g r i e v a n c e  p r o c e d u r e s .  By 1974 o n l y  10% o f  H e a l t h  
A u t h o r i t i e s  had a g r e e d  l o c a l  p r o c e d u r e s  f o r  g r i e v a n c e  and d i s c i p l i n a r y  
m a t t e r s  : by 1978, 90% had n e g o t i a t e d  them ( F e w t r e l l  1980).
The a c t i v i t i e s  of  p e r s o n n e l  s t a f f  were seen  to  be more o v e r t  -  n e g o t i a t i n g  
t h e s e  p ro c e d u ra l  documents ,  i n t r o d u c i n g  j o i n t  c o n s u l t a t i v e  mach inery ,  and 
p r o d u c t i v i t y  s c h e m e s .  A c t i v i t y  on t h e  more d i s c r e t i o n a r y  a r e a s  o f  
i n d u s t r i a l  r e l a t i o n s  was no t  so a p p a re n t .  The H ea l th  and S a f e ty  Execu t ive  
i n  i t s  f i r s t  r e p o r t  commented:-
" i n  a g e n e r a l  a s s e s s m e n t  n u m e ro u s  e x a m p l e s  o f  p o o r  e n v i r o n m e n t a l  
c o n d i t i o n s  were  found th roughou t  th e  h o s p i t a l s ,  i n v o l v i n g  ex t rem es  of  
t e m p e r a t u r e  a n d / o r  i n a d e q u a t e  v e n t i l a t i o n .  I t  i s  s i g n i f i c a n t  t h a t  
t h e s e  p r o b l e m s  w e r e  n o t  c o n f i n e d  t o  o l d e r  ( V i c t o r i a n  o r  p r e - w a r )  
b u i l d i n g s  b u t  were a l s o  found i n  modern u n i t s " .
(1978)
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I n  many a u t h o r i t i e s ,  l i t t l e  money was s p en t  on th e  improvements  of  working 
c o n d i t i o n s  o r  s t a f f  r e s i d e n c e s .  J o i n t  s t a f f  c o n s u l t a t i v e  m a c h i n e r y  was 
found to  be d i f f i c u l t  to  o p e r a t e ,  because  of  t h e  p o t e n t i a l l y  l a r g e  numbers 
of  s t a f f  r e p r e s e n t a t i o n a l  groups who cou ld  c l a im  s e a t s .
Some a u t h o r i t i e s ,  i n i t i a t e d  by N e w c a s t l e ,  n e g o t i a t e d  a g r e e m e n t s  on 
f a c i l i t i e s  and t i m e  o f f  f o r  shop s t e w a r d s .  I t  was more  u n u s u a l ,  b u t  
e v i d e n t l y  i n i t i a t e d  by Northampton,  to  beg in  a move tow ards  t h e  n e g o t i a t i o n  
o f  un ion  membership agreements .  In  view of th e  i n t e r u n i o n  r i v a l r y  which 
e x i s t e d ,  un ion membership agreements  remained  more un u s u a l  t h a n  "sphe res  o f  
i n f l u e n c e "  agreements .
The main change d u r in g  t h i s  p e r io d  however,  was th e  u n d e r ly i n g  change i n  
r e l a t i o n s h i p s  and a t t i t u d e s  and th e  a t t e m p t  to  accommodate them i n  th e  new 
p ro c e d u re s .  These changes i n  a c t i v i t y  a f f e c t e d  many more s t a f f ,  d i r e c t l y  
a n d  i n d i r e c t l y ;  b u t  a s  p u b l i c  e v e n t s ,  t h e  d i s p u t e s  commanded a t t e n t i o n  
a c c e n t u a t e d  by w idesp read  p r e s s  r e p o r t i n g .  Loca l  d i s p u t e s  b e f o r e  1976 were 
p r i n c i p a l l y  about  d i s c i p l i n a r y  m a t t e r s  -  a s t r i k e  a t  M o r r i s t o n  H o s p i t a l  
S w a n s e a  i n  J u n e  1975 by 400 a n c i l l a r y  s t a f f  i n  p r o t e s t  a c t i o n  a g a i n s t  a 
s h o p  s t e w a r d ,  and i n  Decem ber  1975 i n d u s t r i a l  a c t i o n  was t h r e a t e n e d  i n  
L i v e r p o o l  u n le s s  d i s c i p l i n a r y  a c t i o n  a g a i n s t  a shop s t e w a rd  was wi thdrawn.  
From 1976 onwards, l o c a l  d i s p u t e s  became much more common u n t i l  th e  p e r io d  
o f  1978-80.
The d i s p u t e  of  1979 became i n e v i t a b l e  f o l l o w i n g  th e  breakdown of  W hi t ley  
C o u n c i l  n e g o t i a t i o n s  i n  D ecem ber  1978,  f o r  a c c e p t a b l e  pay  a w a r d s  f o r  
A m bu lance  and A n c i l l a r y  s t a f f .  The ' f i n a l  o f f e r '  o f  a 5% i n c r e a s e  was 
r e j e c t e d  by s t a f f  and  n o t i c e  was g i v e n  o f  n a t i o n a l  s t r i k e  a c t i o n  f o r  a l l  
s t a f f  to  commence on J a n u a ry  22nd 1979.
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The d i s p u t e  was t r a u m a t i c  f o r  s e v e r a l  r e a s o n s ,  no t  on ly  i t s  d u r a t i o n s ,  bu t  
th e  j u x t a p o s i t i o n  of  th e  major p a r t i e s  in v o lv e d ,  i . e .
i )  The S e c r e t a r y  of  S t a t e  and th e  DHSS
i i )  The managers
i i i )  Trade  un ions  and P r o f e s s i o n a l  o r g a n i s a t i o n s
iv )  H e a l th  A u th o r i t y  members
The S e c r e t a r y  of  S t a t e  and the  DHSS
The S e c r e t a r y  of  S t a t e  i n e v i t a b l y  sought  to  c e n t r a l i s e  p o l i c y  f o r m u l a t i o n
c o n c e r n i n g  t h e  d i s p u t e ,  and p r i o r  t o  t h e  a c t i o n  n o t i f i e d  a l l  a u t h o r i t i e s
t o : -
"aw a i t  d e p a r t m e n t a l  guidance b e f o r e  suspending  s t a f f ,  w i th h o l d in g  pay 
from those  who were ta k in g  i n d u s t r i a l  a c t i o n ,  o r  l a y i n g  o f f  s t a f f . . . "
(DHSS 15-1-79)
bu t  on 24th  January  a d v i se d :
" l o c a l  management should beg in  to  e x e r c i s e  i t s  normal  d i s c r e t i o n  i n  
responding  to  i n d u s t r i a l  a c t i o n  . . . "
(DHSS 24-1 -79)
Th is  p a t t e r n  of  d i s c r e t i o n  be ing g r a n t e d  then  w i t h e l d ,  th e n  g r a n te d  a g a i n  
was r e p e a te d  f o r  th e  d u r a t i o n  of  t h e  d i s p u t e .  The DHSS was i n c o n s i s t e n t  i n  
i t s  adv ice  conce rn ing  th e  use of v o l u n t e e r s  to  m a i n t a i n  s e r v i c e s ,  a d v i s i n g  
on 14 th  March:
". . .  a u t h o r i t i e s  a r e  f r e e  t o  s e e k  h e l p  f ro m  members  o f  t h e  p u b l i c  a s  
th e  need a r i s e s  . . . "
(DHSS 14-3-79)
and y e t  only  two days  l a t e r ,  s t a t e d :
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... t h e r e  i s  a r e a l  danger  t h a t  u s in g  NHS Ambulances w i t h  v o l u n t e e r s  
w i l l  e x a c e r b a t e  t h e  d i s p u t e  l o c a l l y ,  and c o u l d  l e a d  t o  s y m p a t h e t i c  
a c t i o n  by o t h e r  NHS s t a f f ,  and cause  i n d u s t r i a l  a c t i o n  i n  o t h e r  a r e a s
(DHSS 16-3-79)
The DHSS had,  i n  1978 i s s u e d  a document t o  th e  Regional  P e r s o n n e l  O f f i c e r s  
(Appendix 4) which sough t  to  s t a n d a r d i s e  th e  p rocedu re :
" e s t a b l i s h  an  i n f o r m a t i o n  s y s t e m  f o r  m o n i t o r i n g  t h e  c l i m a t e  o f  
i n d u s t r i a l  r e l a t i o n s  i n  th e  NHS . . .
(DHSS J u l y  1978)
T h i s  was  t h e  b a s i s  o f  c o n t a c t  b e t w e e n  t h e  DHSS and  H e a l t h  A u t h o r i t i e s  
d u r in g  th e  d i s p u te .  However, i t  became ap p a re n t  t h a t  com munica tions  d id  
n o t  r e f l e c t  the  t r u e  s i t u a t i o n  a t  l o c a l  l e v e l .  Confus ion e x i s t e d  be tween 
d e f i n i t i o n  of  emergency s e r v i c e s ,  minimum s e r v i c e s ,  and e s s e n t i a l  s e r v i c e s .
The d i s p u t e  l a s t e d  f o r  seven  weeks,  r e s u l t i n g  i n  a pay award o f  9%, p lu s  £1 
a n t i c i p a t e d  f ro m  t h e  o u t c o m e  o f  t h e  C le g g  c o m p a t a b i l i t y  s t u d y ,  w h ic h  
r e p o r t e d  i n  August 1979.
i i )  The managers
The managers ,  a t  u n i t  l e v e l  had been  ad v i se d  by D i s t r i c t  and Area managers 
t o  i n i t i a t e  d i s c u s s i o n s  w i t h  l o c a l  shop  s t e w a r d s  i n  D ecem ber  1978,  t o  
a s s e s s  th e  p o s s i b l e  e f f e c t s  o f  a c t i o n .  The m a j o r i t y  of  managers p re p a re d  
minimum a c c e p t a b l e  l e v e l s  o f  s t a f f i n g  f o r  u n i t s ,  and  commenced t h e  
p r e p a r a t i o n  of  c o n t in g e n c y  p l a n s .
At D i s t r i c t  and Area l e v e l ,  t h e  p e r s o n n e l  d e p a r tm en t s  p re d o m in a n t ly  p lanned 
th e  communica tions  sy s tem  which cou ld  r e l a t e  r e l e v a n t  i n f o r m a t i o n  d u r ing  
ensu ing  a c t i o n .  N e g o t i a t i n g  teams were e s t a b l i s h e d  (drawn from f u n c t i o n a l
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a d m i n i s t r a t o r s  i n  P e r s o n n e l ,  N u r s i n g  e t c . )  and n e g o t i a t i o n s  w e re  opened  
w i t h  f u l l  t im e  o f f i c e r s  of  th e  Trade Unions inv o lv ed ,  t o  e s t a b l i s h  gu ide­
l i n e s ,  and p o i n t s  o f  c o n t a c t .
Area  and R eg io n a l ly  based  o f f i c e r s  were r e s p o n s i b l e  f o r  r e p o r t i n g  r e g u l a r l y  
t o  t h e  DHSS, on th e  e f f e c t s  of  th e  d i s p u t e .
T h e r e  i s  e v i d e n c e  t h a t  t h e  r e p o r t s  t o  t h e  DHSS became p r o g r e s s i v e l y  and 
d e l i b e r a t e l y  more  i n a c c u r a t e  d u r i n g  t h e  d i s p u t e ,  r e l f e c t i n g  m a a n g e r s  
g row ing  cyn ic ism  abou t  th e  a b i l i t y  o f  th e  DHSS to  cope w i t h  t h e  s i t u a t i o n ,  
and th e  view t h a t  th e  d i s p u t e  was be ing  used  p o l i t i c a l l y  w i th o u t  concern 
f o r  t h e  l o c a l  e f f e c t s .
i i i )  Trade Unions and P r o f e s s i o n a l  O r g a n i s a t i o n s
The T r a d e  U n io n s ,  f o r  t h e  f i r s t  t i m e  i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e  had  
s u c c e s s f u l l y  c o - o r d i n a t e d  a c t i o n  t o w a r d s  a s p e c i f i c  o b j e c t i v e ,  and had 
rem o v e d  l a r g e  n u m b e rs  o f  s t a f f  f o r  t h e  May  o f  a c t i o n ' .  They m a i n t a i n e d  
t h e  c o - o r d i n a t i o n  u n t i l  i n t e r u n i o n  r i v a l r y  became th e  fo cu s  of  a t t e n t i o n ,  
t o w a r d s  t h e  end o f  t h e  d i s p u t e .  T h i s  was  c a u s e d  by p r e s s u r e  f ro m  t h e  
membership of  th e  u n io n s ,  some of  whom had been i d e n t i f i e d  as  'key'  s t a f f  
and  had  b e e n  c a l l e d  t o  s t r i k e  r e p e a t e d l y .  I n  t h i s  way,  t h e  e f f e c t  was 
m a x i m i s e d ,  y e t  t h e  f i n a n c i a l  i m p l i c a t i o n s  r e s t r i c t e d .  T h r o u g h o u t  t h e  
d i s p u t e ,  an o v e r t im e  ban was o p e r a t i o n a l .  Members of t h e  a f f e c t e d  groups 
began to  l e av e  th e  most  m i l i t a n t  u n io n s ,  t o  l a t e r  j o i n  t h o s e  whose s t a n c e  
had been l e s s  ex p en s iv e  f o r  members i n  p e c u n ia ry  te rm s .
I t  was  a l s o  e v i d e n t  t h a t  s t r a i n  d e v e l o p e d  b e t w e e n  t h e  f u l l  t i m e  u n i o n  
o f f i c e r s  and t h e i r  shop  s t e w a r d s ,  a s  t h e  d i s p u t e  becam e p r o t r a c t e d .  The 
p resence  of  p i c k e t  l i n e s  a t  majo r  key u n i t s  d id  n o t  improve  i n t e r  and i n t r a
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u n io n  r e l a t i o n s h i p s ,  as  i t  was viewed as  an example o f  d i s t r u s t ,
i v )  H e a l t h  A u th o r i t y  Members
The H e a l t h  A u t h o r i t y  members  w e re  t h e  l o c a l  l a y  body t o  whom t h e  C h i e f  
A d m i n i s t r a t i v e  s t a f f  w e re  r e s p o n s i b l e  f o r  t h e  p r o v i s i o n  o f  s e r v i c e .  I n  
S e p t e m b e r  1973,  t h e  DHSS i s s u e d  a d v i c e  ( s e e  A p p en d ix  5) r e l a t i n g  t o  t h e  
p o s s i b l e  r e l a t i o n s h i p  t h a t  members cou ld  ach i e v e  w i t h  managers concern ing  
p e r s o n n e l  management.
W h i l s t  th e  H ea l th  A u t h o r i t y  members were  in fo rm ed  on a r e g u l a r  b a s i s  of  the  
e f f e c t s  of  the  d i s p u t e ,  an emergent  t r e n d  was o f  p o l i t i c a l  i n t e r e s t  r e l a t e d  
t o  t h e  o r i g i n s  o f  t h e  members .  Members w e r e  n o m i n a t e d  f ro m  s e v e r a l  
s o u r c e s ,  t h e  d o m i n a n t  n o m i n a t i n g  body  b e i n g  t h e  L o c a l  A u t h o r i t y .  L o c a l  
c o u n c i l l o r s  who a l s o  w e re  H e a l t h  A u t h o r i t y  m e m b ers ,  o f t e n  fo u n d  g r e a t  
d i f f i c u l t y  i n  r e s o l v i n g  t h e i r  d i v e r g e n t  i n t e r e s t s .
I n d e e d ,  t h e  p r o b l e m  o f  i d e n t i t y  was  n o t  s o l e l y  t h e  p r e r o g a t i v e  o f  H e a l t h  
A u t h o r i t y  members .  Many l o c a l  m a n a g e r s  had  g r e a t  s y m p a t h y  w i t h  t h e  
p r i n c i p l e ,  i f  no t  th e  p r a c t i c e  of  th e  d i s p u t e .
Causa l  f a c t o r s  of  change
There  i s  ev idence  t h a t  th e  a c t i v i t y  be tween  1974 and 1980 was th e  breakdown 
o f  t h e  o l d  " c o l o n i a l "  s y s t e m ,  m o s t  t o t a l l y  a t  l o c a l  l e v e l ;  a t  n a t i o n a l  
l e v e l  the  i n s t i t u t i o n a l  s t r u c t u r e  s u r v i v e d ,  d e s p i t e  changed a t t i t u d e s .
D u n l o p ,  ( 1 9 5 9 ) ,  d e s c r i b e d  t h e  ' s y s t e m '  o f  i n d u s t r i a l  r e l a t i o n s  -  
c e n t r a l i s e d  on th e  r u l e s ,  p rocedu res  and ag reem en ts  which govern  conduct  -  
and t h a t  system was now under s e v e re  s t r e s s .  T ec h n o lo g ic a l  change had been 
r a p i d ,  o ccupa t ions  had become more complex and v a r i e d ,  and te chno logy  had
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i n c r e a s e d  th e  b a r g a i n in g  power of  v a r i o u s  groups .  The f i n a n c i a l  p o s i t i o n  
of  t h e  s e r v i c e  changed,  w i th  much g r e a t e r  p r e s s u r e  t o  c u t  c o s t s ,  and power 
s h i f t s  i n  s o c i e t y  a f f e c t e d  a t t i t u d e s  w i t h i n  th e  N a t i o n a l  H e a l th  S e rv ice .  
A t t i t u d i n a l  changes were a l s o  e v i d e n t  -
" t h e  i n t e r n a l  c u l t u r e  o f  d e d i c a t i o n  and  v o c a t i o n  h a s  c h a n g e d .  The 
world  of  the  N a t i o n a l  Hea l th  S e r v i c e  has  become r a t h e r  l e s s  c l o s e d . "
B e r r id g e  1976
S u p e r i m p o s e d  upon  a l l  t h e  s o c i o l o g i c a l  c h a n g e s  was t h e  e f f e c t  o f  
r e o r g a n i s a t i o n ,  r e s t r i c t i o n s  on p u b l i c  spending  and th e  changes i n  l a b o u r  
l e g i s l a t i o n .  The b a s i c  p r o b l e m ,  a s  i n d i c a t e d  e a r l i e r ,  was  t h e  l a c k  o f  
s t r u c t u r e s  to  cope w i th  the  cum ula t ive  e f f e c t s  e x p e r i e n c e d .
The N a t i o n a l  H e a l t h  S e r v i c e  was n o t  u n i q u e ,  i n d e e d  p a r a l l e l s  w i t h  o t h e r  
p u b l i c  s e c t o r  i n d u s t r i e s  may be  d r a w n .  The e f f e c t  o f  i n c o m e s  p o l i c y  
c r e a t e d  p e r s i s t e n t  t e n s i o n  about  pay i n  th e  p u b l i c  s e c t o r .  There were some 
s p e c i a l  f e a t u r e s  -  t h e  a s s e r t i v e  p o l i c i e s  adopted by some u n io n s ,  a l s o  the  
c o n t i n u i n g  d i f f i c u l t y  o v e r  r e s o l v i n g  r o u t i n e  i s s u e s  and  c o n t r o v e r s i e s  -  
i n d i c a t i n g  t h e  l a c k  o f  an  e f f e c t i v e  l o c a l  s y s t e m .  The n a t i o n a l  d i s p u t e s  
over  pay were no t  as  unexpected as  t h e  c o n t in u in g  l o c a l  p r e s s u r e s .  There 
was a l s o  t h e  g r o w i n g  a w a r e n e s s  a b o u t  t h e  p e r c e i v e d  s t a t u s  o f  s t a f f .  
(Saunders  1981).
The N a t i o n a l  H e a l t h  S e r v i c e  m u s t  be c o n s i d e r e d  u n u s u a l  i n  t h e  e x t e n t  t o  
w h ic h  p e o p l e  w i t h  v e r y  d i f f e r e n t  l e v e l s  o f  pay ,  t r a i n i n g  and  s t a t u s  a r e  
b r o u g h t  t o g e t h e r  so c l o s e l y ,  and i n  w h ic h  b a s i c  i n e q u a l i t i e s  a r e  so 
v i s i b l e .
Responses
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W i t h i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e ,  t h e  r e s p o n s e  o f  m anagem en t  was 
p r i n c i p a l l y  of  two k in d s .  There was th e  f o rm a l  r e s p o n s e  th rough  o f f i c i a l  
DHSS c i r c u l a r s  and  t h e  McCar thy  i n q u i r y  (1976 ) .  The DHSS c i r c u l a r  
HRC(73)37 i n d i c a t e d  a r e q u i r e d  need to  s t r e n g t h e n  p e r s o n n e l  s e r v i c e s .  The 
D i s t r i c t  P e rsonne l  O f f i c e r  was charged to :
"g ive  adv ice  and s e r v i c e s  to  l i n e  managers and s t a f f  i n  the  d i s t r i c t  
on a number o f  t o p i c s . "
The e i g h t  i t em i s
" i n d u s t r i a l  r e l a t i o n s  i n c lu d in g  j o i n t  c o n s u l t a t i o n . "
The second a r e a  of  p o l i c y  was tow ards  c o n s i d e r a t i o n  o f  d e c e n t r a l i s a t i o n  o f  
W h i t l e y  Counc il  machinery ,  fo l l o w in g  t h e  McCarthy r e p o r t  (1976) .
More im p o r t a n t  than  t h e  fo rm a l  i n i t i a t i v e s  was th e  r e s p o n s e  i n  some a r e a s  
and d i s t r i c t s  towards  l o c a l  n e g o t i a t i o n  and ag ree m en ts .  As d e s c r ib e d  by 
Armour and T o r r in g to n :
" m a n a g e r s  need  t o  b a s e  t h e i r  w o r k i n g  r e l a t i o n s h i p s  and a r r an g em en ts  
w i t h  e m p lo y e e s  on a s e r i e s  o f  a g r e e m e n t s  c o n t a i n i n g  e l e m e n t s  
c o n t r i b u t e d  by b o th  p a r t i e s  and hav ing  s t r o n g  m ora l  a u t h o r i t y  over  th e  
p a r t i e s  as  a r e s u l t  o f  v o l u n t a r y  n e g o t i a t e d  c o n s e n t . "
(1976)
L o c a l  management made s e v e r a l  r e s p o n s e s  d e p e n d i n g  upon  t h e  s e q u e n c e  o f  
s t i m u l u s .  A g r e e m e n t s  w e r e  n e g o t i a t e d ,  m o s t  com monly  on d i s c i p l i n e  and  
g r i e v a n c e  i s s u e s ,  and  i n  few  c a s e s ,  on f a c i l i t i e s  -  w i t h  shop  s t e w a r d s .  
G e n e r a l l y  too ,  p e r s o n n e l  d e p a r tm e n t s  were  s t r e n g t h e n e d ,  and s e n i o r  managers 
were compel led to  spend more t im e  on i n d u s t r i a l  r e a l t i o n s  (S te w a r t  1976). 
The p o in t  w i t h i n  th e  s e r v i c e  a t  which t h e s e  re s p o n s es  o c c u r r e d  was v a r i e d  -  
u n i t ,  s e c t o r ,  d i s t r i c t ,  a r e a ,  r e g i o n ,  a l l  p o t e n t i a l l y  i n v o l v e d .  The
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re s p o n s e  was a l s o  confused  by the  s t r e n g t h e n i n g  of  th e  r o l e  o f  f u n c t i o n a l  
management, ag a in  a t  s e v e r a l  l e v e l s  i n  the  o r g a n i s a t i o n .
ACAS i d e n t i f i e d  s e v e r a l  d e f e c t s ,  i n  i t s  ev idence  t o  t h e  Royal  Commission: 
" t h e r e  a r e  t h r e e  fundam en ta l ly  weak l i n k s  i n  th e  o r g a n i s a t i o n ,
i )  A r e a / D i s t r i c t  r e l a t i o n s h i p
i i )  The i n d u s t r i a l  r e l a t i o n s  r o l e  o f  D i s t r i c t  management teams
i i i )  The i n d u s t r i a l  r e l a t i o n s  r o l e  of  l i n e  managers "
(1978)
and concluded:
"we co n s id e r  t h a t  our  c o n t r i b u t i o n  to  good i n d u s t r i a l  r e l a t i o n s  i n  th e  
N a t io n a l  H ea l th  S e rv ice  would be more p ro d u c t i v e  i f  a t  l e a s t  some of 
o u r  r e s o u r c e s  w e re  a l l o c a t e d  t o  a s s i s t i n g  t h e  DHSS and t h e  R e g i o n a l  
Hea l th  A u t h o r i t i e s  t o  t ake  the  l e a d  i n  e s t a b l i s h i n g  c e n t r a l  g u i d e l i n e s  
and back  up f o r  a more  c o m p r e h e n s i v e  and c o - o r d i n a t e d  i n d u s t r i a l  
r e l a t i o n s  p o l i c y .  The r e s p o n s i b i l i t y  f o r  t h i s  must  l i e  w i t h  th e  DHSS 
and the  RHA' s ."
(1978)
The comments  o f  ACAS w e re  d i r e c t e d  a t  t h e  N a t i o n a l  H e a l t h  S e r v i c e
g e n e r a l l y .  By mid 1979 i t  was a p p a re n t  t h a t  d i s t r i c t s  and a r e a s  had f a l l e n
i n t o  two d i s t i n c t  groups.  The l a r g e  m a j o r i t y  had made some a d j u s t m e n t s  to  
change,  the  s m a l l  m i n o r i t y  who had n o t ,  were i n c i d e n t  prone.  This  group 
was mainly c o n c e n t r a t e d  around c e n t r a l  London.
To t h e  u s u a l  f o r c e s  o f  c h a n g e ,  su c h  as  new l a b o u r  l e g i s l a t i o n  and 
r e o r g a n i s a t i o n  was a newly m a n i f e s t e d  i n t e n s i t y  of  bad f e e l i n g  and l a c k  of  
mutual  r e s p e c t  between s tew ards  and managers.
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Management A t t i t u d e s
The r e o r g a n i s a t i o n  of  A p r i l  1974 was p a r t i c u l a r l y  u n s e t t l i n g  t o  managers 
f o r  two s p e c i f i c  r ea s o n s .  F i r s t l y  th e  s low ness  w i th  which new ap p o in tm en t s  
w ere  made, and second ly  the  amount of  movement be tween jo b s .  Many s e n i o r  
m a n a g e r s  w e re  a p p o i n t e d  t o  new d i s t r i c t s ,  and  t h e r e  was  c o n s i d e r a b l e  
p r o m o t i o n a l  movement o f  o t h e r  s t a f f ,  r e s u l t i n g  i n  k e y  p o s i t i o n s  b e i n g  
f i l l e d  by r e l a t i v e l y  in e x p e r ie n c e d  o f f i c e r s .  O r g a n i s a t i o n a l  r e l a t i o n s h i p s  
were t h e r e f o r e  ex t rem ely  d e l i c a t e  d u r in g  th e  p e r io d  1974-1976.
However, by the  summer of  1974, th e  n u r s e s  and r a d i o g r a p h e r s  were in v o lv e d  
i n  o f f i c i a l  d i s p u t e  and th e  a n c i l l a r y  s t a f f  r e p r e s e n t a t i v e s  were  p r e s s i n g  
t h e  i s s u e  o f  p r i v a t e  t r e a t m e n t  on N a t i o n a l  H e a l t h  S e r v i c e  p r e m i s e s .  I n  
J a n u a ry  1975, the  C o n s u l t a n t s  took i n d u s t r i a l  a c t i o n  -  f e e l i n g  f r u s t r a t i o n  
about  t h e i r  c o n t r a c t s ,  bu t  a l s o  concerned t h a t  the  new management s t r u c t u r e  
was n o t  d e f e n d i n g  t h e i r  c l i n i c a l  f r e e d o m  c o n c e r n i n g  a d m i s s i o n  p o l i c i e s .  
The a c t i o n  a t  l o c a l  l e v e l  by C o n s u l t a n t s ,  could  be p e r c e iv e d  as  a w a te r s h e d  
i n  t h e  N a t i o n a l  H e a l t h  S e r v i c e .  M an ag e r s  o f  t h e  s e r v i c e  p e r c e i v e d  
c o n s u l t a n t s  as  a l e g i t i m a t e  p a r t  o f  t h e  managem en t  s t r u c t u r e  -  b u t  now 
l o c a l  p r e s s u r e  was be ing  e x e r t e d  to  e f f e c t  n a t i o n a l  ag reem en ts  -  what cou ld  
the  manager do? The a c t i o n  l a s t e d  f o r  t h r e e  months -  b u t  t h e  e f f e c t s  were 
f e l t  f o r  many y e a r s .
Once c o n s u l t a n t s  and j u n i o r  d o c to r s  had been pe rc e iv e d  as  p u t t i n g  t h e i r  own 
i n t e r e s t s  b e f o r e  t h a t  o f  t h e  p a t i e n t s ,  o t h e r  s t a f f  g r o u p s  had  l e s s  
h e s i t a t i o n .  The c l a i m  t h a t  ' t h e  p a t i e n t  comes f i r s t '  had b e e n  i g n o r e d ,  
l e a v i n g  l o c a l  m a n a g e r s  w i t h  f e e l i n g s  o f  f u t i l i t y  and h e l p l e s s n e s s .  The 
t r a d e  u n i o n s  r e a l i s e d  t h i s  and s o u g h t  t o  e f f e c t  l o c a l  v a r i a t i o n s  o f  
n a t i o n a l  agreements ,  and even to  i n s t i g a t e  n e g o t i a t i o n s  over  m a t t e r s  which
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were n o t  th e  s u b j e c t  of  n a t i o n a l  agreement.
Many h e a l t h  a u t h o r i t i e s  conceded to  j u n i o r  d o c t o r s  and r a d i o g r a p h e r s ,  and 
e n t e r e d  r a t h e r  s p u r io u s  p r o d u c t i v i t y  d e a l s  w i th  a n c i l l a r y  s t a f f  to  ensu re  
g u a r a n t e e d  l e v e l s  o f  t a k e  home pay.
W h i l s t  i t  i s  p o s s i b l e  t o  be c r i t i c a l  i n  h i n d s i g h t ,  t h e  needed gu idance  from 
t h e  DHSS was  n o t  f o r t h c o m i n g .  One r e s p o n s e  r e c e i v e d  d u r i n g  t h i s  p e r i o d  
from t h e  DHSS:
" i f  l i v e s  a r e  a t  s t a k e ,  do w ha teve r  you c o n s i d e r  to  be t h e  b e s t  i n  a l l  
t h e  c i r c u m s t a n c e s . "
(1975 -  DHSS)
e x e m p l i f i e d  th e  problem.
During t h i s  p e r io d  th e  f i r s t  ev idence  began to  emerge of  th e  u n c o -o rd in a t e d  
a p p r o a c h  t o  t h e  p r o b l e m s  o f  i n d u s t r i a l  r e l a t i o n s  by m a n ag em e n t .  Area  
managers  were n e g o t i a t i n g  s e p a r a t e l y  w i t h  l o c a l  t r a d e  un ion  o f f i c e r s ,  w i th  
l i t t l e  e v i d e n c e  o f  c o - o r d i n a t i o n  w i t h  m a n a g e r s  f ro m  a d j o i n i n g  A r e a s .  
C o n s e q u e n t l y ,  ' l e a p - f r o g g i n g '  c l a i m s  became common. T h i s  was a l m o s t  
i n e v i t a b l e ,  i n  t h a t  t h e  1974 r e o r g a n i s a t i o n  had  c r e a t e d  new h e a l t h  
a u t h o r i t i e s  f r o m  a m a l g a m a t i o n s  o f  o l d  o n e s ,  e a c h  o f  w h i c h  had  i t s  own 
p e r s o n n e l  p o l i c i e s .  Even w i t h i n  t h e  n a t i o n a l  f r a m e w o r k ,  s i g n i f i c a n t  
v a r i a t i o n  e x i s t e d  i n  t h e  i n t e r p r e t a t i o n  o f  DHSS c i r c u l a r s  p r i o r  t o  
r e o r g a n i s a t i o n ,  p a r t i c u l a r l y  about  g r a d in g .
T h e s e  p r o b l e m s  a r e  p e r h a p s  b e s t  e x e m p l i f i e d  by t h e  e x p e r i e n c e  o f  t h e  
Ambulance S e rv ice .  On A p r i l  1 s t ,  1974, many of  t h e  new h e a l t h  a u t h o r i t i e s  
became r e s p o n s i b l e  f o r  th e  management o f  a  s e r v i c e  w i t h  s t a f f  drawn from 
s e v e r a l  fo rm er  a u t h o r i t i e s .  The s t a f f  were on d i f f e r e n t  bonus schemes,  had 
w i d e l y  v a r y i n g  r a t e s  o f  t a k e  home p a y ,  and c o n d i t i o n s  o f  s e r v i c e .  The
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a m b u l a n c e  s t a f f  s o u g h t  t o  r em e dy  t h e  v a r i a t i o n s  by ' l e v e l l i n g - u p ' .  I n  
t h i s ,  t h e y  p ro v e d  r e a s o n a b l y  s u c c e s s f u l ,  b u t  s e t  p r e c e d e n t s  w h ic h  
management found v e ry  d i f f i c u l t  t o  c o n t r o l .
By 1975 s e v e r a l  h e a l t h  a u t h o r i t i e s ,  p a r t i c u l a r l y  L i v e r p o o l ,  L e e d s ,  
M a n c h e s t e r ,  and S h e f f i e l d  o p e n l y  c o n s i d e r e d  r e d u c i n g  t h e  nu m b e rs  o f  
D i s t r i c t s  c o n t a i n e d  w i t h i n  e a c h  A rea .  By t h e  end o f  1976 t h e r e f o r e ,  t h e  
A d m i n i s t r a t o r s ,  and more p a r t i c u l a r l y  th e  p e r s o n n e l  o f f i c e r s  who had been 
a t t e m p t i n g  to  r e s o l v e  t h e  d i f f i c u l t i e s  o f  s e r v i c e  m a i n t e n a n c e  p e r c e i v e d  
t h r e a t s  f ro m  a l l  s e c t i o n s .  Even t h e  S e c r e t a r y  o f  S t a t e ,  Mrs .  C a s t l e ,  
commented p u b l i c l y :
"we never  d es igned  t h i s  b u re a u c ra c y . "
(1976)
The Whi t ley  Counci l  S t r u c t u r e
D e s p i t e  minor m o d i f i c a t i o n s  to  th e  W h i t ley  Counci l  s t r u c t u r e  subsequen t  to  
t h e  p u b l i c a t i o n  o f  t h e  M cCar thy  r e p o r t  (1976) t h e  s y s t e m  s t i l l  f a i l e d  t o  
f u n c t i o n  a d e q u a te l y .  These weaknesses cou ld  be i d e n t i f i e d  a s :
i )  r e c o n c i l i a t i o n  of  n a t i o n a l  agreements  w i th  l o c a l  f l e x i b i l i t y
i i )  i n t e r  group d i f f e r e n t i a l s
i i i )  i d e n t i f y i n g  t h e  a u t h o r i t y  o f  m a n a g e r s  and  e n s u r i n g  t h e i r  c o ­
o r d i n a t i o n .
i i )  N a t iona l  Agreements and l o c a l  f l e x i b i l i t y
The majo r f a i l i n g s  of  th e  W hi t ley  Counci l  a r e  d e s c r ib e d  i n  Chapter  I ,  bu t  
t h e s e  w e a k n e s s e s  i d e n t i f i e d  i n  t h e  p r e - 1 9 7 4  s t r u c t u r e  becam e  more a c u t e  
d u r in g  the p e r io d  1974-1980.
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The concensus of  managers was to  m a i n t a i n  th e  p r i n c i p l e  of  a n a t i o n a l  pay 
s t r u c t u r e .  I t  had  a t t r a c t i o n s  f o r  b o t h  s t a f f  and  m a n a g e r s  i n  t h e  
ma in tenance  of  e q u i t y .  I t  may be argued  t h a t  n a t i o n a l  a g ree m en ts  l i m i t e d  
t h e  scope of  l o c a l  b a r g a i n in g  and t h e r e f o r e  c o n f l i c t .  They r e s t r i c t e d  th e  
p o s s i b i l i t y  of l e a p - f r o g g i n g  c l a im s  and c o m p e t i t i o n  be tween  em ployers  which 
cou ld  d i s t o r t  d i f f e r e n t i a l s .
L o r d  M cCar thy  r e c o g n i s e d  t h i s  p r o b l e m ,  and  s u g g e s t e d  t h e  d e v e l o p m e n t  o f  
more f l e x i b l e  n a t i o n a l  agreem en ts ,  which would r e t a i n  t h e  b e n e f i t s  of  th e  
n a t i o n a l  s t r u c t u r e  b u t  cou ld  p e r m i t  l o c a l  v a r i a t i o n s .  The problem viewed 
by m a n a g e r s  was t h e  s e l e c t i o n  o f  i s s u e s  w h e re  f l e x i b i l i t y  w ou ld  be  
a p p r o p r i a t e ,  w i th o u t  damaging the  s t r u c t u r e  of  n a t i o n a l  ag ree m en ts .
One o f  t h e  f i r s t  e x a m p l e s  o f  a  f l e x i b l e  n a t i o n a l  a g r e e m e n t  was t h a t  
r e l a t i n g  to  the  a l l o c a t i o n  o f  two e x t r a  s t a t u t o r y  h o l i d a y s .  The d e c i s i o n  
a s  t o  w h ic h  days  w o u ld  be s e l e c t e d  was  l e f t  t o  t h e  d i s c r e t i o n  o f  l o c a l  
managers.  The s t a f f  were c o n s u l t e d ,  and could  o f t e n  n o t  d e c id e  which  days 
shou ld  be taken ,  and much l o c a l  c o n f l i c t  e x i s t e d  be tween  l o c a l  t r a d e  un ion  
o f f i c i a l s ,  a s  w e l l  a s  b e t w e e n  m a nagem e n t  and s t a f f .  I n  many c a s e s ,  t h e  
ambulance s t a f f  s e l e c t e d  days d i f f e r e n t  from h o s p i t a l  s t a f f  -  r e s u l t i n g  i n  
t h e  e f f e c t i v e  l o s s  of  f o u r  days ,  n o t  two. Managers f o r m a l l y  r e q u e s t e d  t h a t  
t h i s  l o c a l  f l e x i b i l i t y  be removed, and th e  two days nom ina ted  n a t i o n a l l y ,  
o r  added to  annual  l e a v e  e n t i t l e m e n t .
I n t e r n a l  d i f f e r e n t i a l s  a l s o  became an  i n c r e a s i n g  s o u r c e  o f  c o n f l i c t  and  
m i l i t a n c y .  This  was i n i t i a l l y  f e l t  f o l l o w i n g  s u c c e s s i v e  incomes  p o l i c i e s ,  
b u t  was e x a c e r b a t e d  by t h e  f a i l i n g s  o f  t h e  W h i t l e y  C o u n c i l  m a c h i n e r y .  
L i t t l e  e f f o r t  was made t o  c o - o r d i n a t e  a g r e e m e n t s  made by t h e  v a r i o u s  
f u n c t i o n a l  c o u n c i l s ,  which o p e ra t e d  as  independen t  b a r g a i n i n g  u n i t s ,  w i t h
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t h e  i n e v i t a b l e  r e s u l t s .  P r o d u c t i v i t y  b a r g a i n i n g  f o r  a n c i l l a r y  s t a f f  
g r o s s l y  d i s t o r t e d  d i f f e r e n t i a l s  w i th  s u p e r v i s o r y  s t a f f ,  whose s a l a r i e s  were 
n e g o t i a t e d  i n  s e p a r a t e  c o u n c i l s .
The  s t r u c t u r e  o f  t h e  m anagem en t  s i d e  r e p r e s e n t a t i o n  a l s o  c a u s e d  f u r t h e r  
concern .  F o l lo w in g  th e  McCarthy recommendat ions ,  th e  s t a f f  s i d e  membership 
was m o d i f i e d  on t h e  W hi t ley  Counc i ls .  The A n c i l l a r y  S t a f f s  Counc i l  i n  1978 
wase r e c o n s t i t u t e d  to  comprise:
Chairman of  H e a l t h  A u t h o r i t i e s  3
Members of  Area H ea l th  A u t h o r i t i e s  7
R eg iona l  A d m i n i s t r a t o r s  2
Area A d m i n i s t r a t o r s  2
D i s t r i c t  A d m i n i s t r a t o r  1
Area Works O f f i c e r  1
Area T r e a s u r e r s  2
C i v i l  S e rv ic e  O f f i c i a l s  5
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I t  i s  a p p a r e n t  t h a t  l a y  members  o f  t h e  h e a l t h  a u t h o r i t i e s  b ecam e  t h e  
l a r g e s t  s i n g l e  g r o u p ,  and no p e r s o n n e l  o f f i c e r s  w e r e  i n v o l v e d .  The 
p r o c e s s e s  o f  n e g o t i a t i o n  a r e  u n d e r t a k e n ,  on a l l  f u n c t i o n a l  c o u n c i l s ,  by 
c i v i l  s e r v a n t s ,  u s u a l l y  w i t h  no e x p e r i e n c e  o f  N a t i o n a l  H e a l t h  S e r v i c e  
m a nagem e n t .  I n d e e d  few have  any  s p e c i a l i s t  t r a i n i n g  i n  p e r s o n n e l  
management or  i n d u s t r i a l  r e l a t i o n s .
L ine  and f u n c t i o n  r e l a t i o n s h i p s
The t h i r d  a r e a  o f  c o n c e r n  i d e n t i f i e d  by ACAS, was t h a t  o f  m a n a g e r i a l  
a u t h o r i t y  and c o - o r d i n a t i o n .  At t h e  l o c a l  l e v e l  t h i s  becam e  an  a r e a  o f  
m a j o r  c o n c e r n .  The  l o c a l  u n i t  m a n a g e r  f r e q u e n t l y  w a s  g i v e n  t h e
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r e s p o n s i b i l i t y  t o  manage s t a f f  f o r  whom he had no r e s p o n s i b i l i t y ,  and over  
whom, no power.
As Giddens (1968) observed :
" . .  power  i s  d i r e c t l y  d e r i v a t i v e  o f  a u t h o r i t y ;  a u t h o r i t y  i s  t h e  
i n s t i t u t i o n a l i s e d  l e g i t i m a t i o n  which u n d e r l i e s  p o w e r . "
The l o c a l  N a t i o n a l  H e a l t h  S e r v i c e  m a n a g e r  w as ,  t h e r e f o r e ,  i n  an  a l m o s t  
u n te n a b le  p o s i t i o n .  C a t e r in g ,  d o m e s t ic  and works s e r v i c e s  were n o rm a l ly  
managed on an  A rea  o r  D i s t r i c t  b a s i s .  N u r s i n g  s t a f f  w e r e  g r o u p e d  i n t o  
s p e c i a l i t i e s ,  r a t h e r  on an i n s t i t u t i o n a l  g r o u p i n g .  U n i t  m a n a g e r s  
f r e q u e n t l y  e x p e r i e n c e d  t h e  d i f f i c u l t i e s  o f  'managing' s e v e r a l  f u n c t i o n a l  
heads ,  a l l  of  whom s e n i o r  to  him i n  o r g a n i s a t i o n a l  t e rm s ,  each  o p e r a t i n g  
s e p a r a t e  p e r s o n n e l  p o l i c i e s ,  and e a c h  o p e r a t i n g  an i n d i v i d u a l  management 
s t y l e ,  o f t e n  d i v e r g e n t  from each o t h e r .
The f r e q u e n t  r e s u l t  was t h a t  t h e  f o c u s  f o r  d e c i s i o n  m ak in g  moved t o  
D i s t r i c t  o r  A rea  l e v e l .  T ra d e  u n i o n s  showed p r e f e r e n c e  f o r  r e f e r r a l  t o  
D i s t r i c t  o r  A re a  l e v e l ,  a s  i t  p r o v e d  t o  be t h e  l o w e s t  l e v e l  a t  w h ic h  
d e c i s i o n s  could  be made.
T h i s  was c l e a r l y  d e v e l o p i n g  i n t o  a m a j o r  p r o b l e m ,  and  t h e  r e a c t i o n  was 
t o w a r d s  t h e  d e v e l o p m e n t  o f  t r a i n i n g  p ro g ra m m e s  w h i c h  w o u ld  d e v e l o p  t h e  
s k i l l s  n e c e s s a ry  f o r  th e  l o c a l  managers to  u n d e r ta k e  i n d u s t r i a l  r e l a t i o n s  
l o c a l l y .
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CENTRALISED TRAINING FOR INDUSTRIAL RELATIONS
TRAINING FOR INDUSTRIAL RELATIONS
The i n i t i a l  i n d e n t i f i c a t i o n  o f  a  c e n t r a l i s e d  t r a i n i n g  p ro g ram m e  f o r  
i n d u s t r i a l  r e l a t i o n s  was made i n  1976 (See  A p p e n d ix  6) .  The DHSS 
i n i t i t a t e d  t h e  'Cascade*  t r a i n i n g  p ro g ra m m e ,  u n d e r  t h e  g u i d a n c e  o f  Lady 
McCarthy,  Vice Chairman of  th e  N a t i o n a l  T r a in in g  Counci l .  The p r i n c i p l e  of  
t h e  programme w as ; -
"aimed a t  encourag ing  NHS management a t  o p e r a t i o n a l  l e v e l  to  develop  a 
more co h es iv e  appraoch to  t h e i r  i n d u s t r i a l  r e l a t i o n s  r e s p o n s i b i l i t i e s ,  
so t h a t  they  may be the  b e t t e r  a b l e  to  engage i n  c o n s t r u c t i v e  d ia lo g u e  
wih a l l  r e p r e s e n t a t i v e s " .
(DHSS 1976)
The c o n c e p t  o f  t h e  ' C a s c a d e '  s y s t e m  was d e v e l o p e d  by DHSS f o l l o w i n g  
c o n s u l t a t i o n  w i t h  R e g i o n a l  A d m i n i s t r a t o r s  and s e n i o r  m a n a g e r s  o f  t h e  
N a t io n a l  H ea l th  S e rv ic e  i n  1975. The r e m i t  w i t h i n  which the  DHSS d e s c r ib e d  
t h e  scheme was
" t h e  D i s t r i c t  Management Teams a r e  t h e  e x e c u t i v e  l i n e  m a n a g e r s  and 
s h o u l d  be g i v e n  a s  f r e e  a hand  a s  p o s s i b l e  t o  g e t  on w i t h  t h e  j o b ,  
p r o v i d i n g  t h e y  a r e  g i v e n  c l e a r  p o l i c y  g u i d e l i n e s  w i t h i n  w h ic h  t o  
work" .
(R A Seminar Oct 1975)
The DHSS a l s o  a d v i s e d  t h a t  p a r t i c i p a n t s  shou ld
"work ou t  t h e i r  p o l i c i e s  w i t h i n  th e  a p p r o p r i a t e  n a t i o n a l .  R eg iona l  and
Area Framework,  D i s t r i c t s  ......  a sk  t h e s e  o t h e r s  t i e r s  to  s p e c i f y  what
t h a t  framework i s "
(DHSS 1976)
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( C l e a r l y  t h e  i n t e n t  was t o  f o c u s  a t t e n t i o n  f o r  r e s p o n s i b i l i t y  a n a l y s i s ,  
a g a i n  c o n c e n t r a t i n g  on r i g i d  s t r u c t u r a l  concepts .
However,  t h e r e  was th e  i n t r o d u c t i o n  of  th e  i d e a  to  c o n s i d e r  r e l a t i o n s h i p s .  
"The h i g h e r  t i e r s  of  m a nagem e n t  a r e  i n  t u r n  f i n d i n g  t h a t  t h e y  
t h e m s e l v e s  n e e d ,  a s  a m a t t e r  o f  p r i o r i t y  t o  d e t e r m i n e  more c l e a r l y
t h a n  b e f o r e  t h e i r  r e s p e c t i v e  r o l e s  ....... t h e  r e s u l t  c a n  o n l y  be
b e n e f i c i a l  t o  th e  o r g a n i s a t i o n a l  development  o f  th e  NHS, p a r t i c u a r l y  
i n  r e l a t i o n  to  the  p e r s o n n e l  f u n c t io n " .
(DHSS 1976)
Th i s  was the  f i r s t  ad m iss io n  t h a t  th e  i n t e r r e l a t i o n s h i p  be tween  f u n c t i o n a l  
and l i n e  managers was i n  need o f  c o n s i d e r a t i o n .  However, th e  i n t i a l  t h r u s t  
o f  t h e  'C a s c a d e '  c o u r s e s  was u n i d i s c i p l i n a r y  w o r k s h o p s ,  e a c h  d i s c i p l i n e  
a t t e m p t i n g  to  i d e n t i f y  i t s  own needs w i t h  r e g a rd  to  t r a i n i n g  i n  i n d u s t r i a l  
r e l a t i o n s  s k i l l s .
These who had been i n v i t e d  by th e  DHSS to  a t t e n d  the  i n t i a l  workshops were 
t h e n  e x p e c t e d  t o  r e t u r n  t o  t h e i r  A rea  o r  D i s t r i c t  and  p r e c i p i t a t e  l o c a l  
u n i d i s c i p l i n a r y  workshops -  hence th e  Cascade e f f e c t .
By September 1977, Regions were c i r c u l a t e d  w i th  i n f o r m a t i o n  conce rn in g  th e  
r e v i s e d  t r a i n i n g  programme (Appendix 7). The c i r c u l a r  (RA 77/25)  d e s c r ib e d  
th e  c o n s t r a i n t s ,  b o th  f i n a n c i a l  and s o c i a l ,  bu t  i n d i c a t e d  t h a t  i t s  aim was 
"to produce f i r m  recommendat ions t o  th e  T ra in in g  Counci l  o f  im m edia te  
a c t i o n  on t r a i n i n g  w i t h i n  the  framework  of  c o - o r d i n a t e d  p la n s  f o r  the  
f u t u r e "
(DHSS 1977)
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The DHSS i d e n t i f i e d  s e v e r a l  c e n t r e s  which would p ro v id e  t h e  r e s o u r c e s  f o r  
t h e  t r a i n i n g  p r o g r a m m e ,  b u t  d i d  a c c e p t  t h a t  l o c a l i s e d  t r a i n i n g  i . e .  IPM 
m e m b e r s h i p  was s u c c e s s f u l l y  u n d e r t a k e n  i n d i v i d u a l l y .  The a im  was  t o  
c o n s o l i d a t e  t h e  i n d i v d u a l l y  i n s t i g a t e d  p ro g ra m m e s  w i t h i n  a N a t i o n a l  
Framework.  The c o n t i n u a t i o n  of  workshops,  now a m u l t i - d i s c i p l i n a r y  b a s i s ,  
was v i e w e d  a s  t h e  m o s t  e f f e c t i v e  m e thod  o f  t r a i n i n g  f o r  i n d u s t r i a l  
r e l a t i o n s .
The w h o le  t e n o r  o f  t h e  docum en t  i s  s u p p o r t i v e ,  i f  r a t h e r  p a t r o n i s i n g .  
D i s t r i c t s  be ing  a d v i s e d  concern ing  s e l e c t i o n s  of  s t a f f  to  a t t e n d ; -
" S u c c e s s  w i t h i n  a D i s t r i c t  c a n  be s e e n  t o  d e p e n d  on t h e  p r e s e n c e  o f  
i n t e r e s t e d  peo p le  w i th  s t r o n g  p e r s o n a l i t i e s  y e t  measures o f  t a c t . "
(DHSS 1977)
With r e g a rd  to  t h e  i n t e r r e l a t i o n s h i p  be tween l i n e  o f f i c e r s  and p e r s o n n e l  
o f f i c e r s : -
"The p e r s o n n e l  f u n c t i o n  makes  a o b v i o u s  c h o i c e  f o r  f i r s t  a t t e n t i o n ,  
s i n c e  i t  i s  t h e  p r i m e  NHS s o u r c e  o f  e x p e r t i s e  on t h e  s u b j e c t  o f  
m a n a g e r s  g e n e r a l l y ;  a l s o  p e r s o n n e l  o f f i c e r s  h a v a  a p r o f e s s i o n a l  
c o n c e r n  t o  i m p r o v e  t h e  q u a l i t y  o f  t h e  m a nagem e n t  o f  i n d u s t r i a l  
r e l a t i o n s ;  though  a r a p id  b u i l d - u p  of  knowledge and s k i l l s  seems t o  be 
r e q u i r e d  over  t h e  s e r v i c e  as a whole".
(DHSS 1977)
The a r e a s  i d e n t i f i e d  as  t h e  b a s e s  o f  t r a i n i n g  w e r e  p r e d o m i n a n t l y  
' i n f o r m a t i o n  i t e m s ' ,  w i t h  a much s m a l l e r  s k i l l s  l e a r n i n g  e lem en t .
The t r a i n i n g  c o u r s e s  commenced i n  1978, dominated  by s e n i o r  r e p r e s e n t a t i v e s
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f ro m  P e r s o n n e l  and Sen io r  A d m i n i s t r a t o r s .  (Appendix 8) These c o u r s e s  were 
h e l d  a t  th e  academic  c e n t r e s ,  each o f  whom had s p e c i f i c  r e s p o n s i b i l i t y  f o r  
s e v e r a l  h e a l t h  Regions .
By 1979 (See Appendix 9) concern  was be ing  exp res sed  t h a t  t h e  scheme should  
be m o d i f i e d  to  o t h e r  s e p a r a t e  t r a i n i n g ,
" f i r s t  f o r  t h e  p e r s o n n e l  s p e c i a l i s t s  a t  a l l  l e v e l s ,  by m a i n t a i n i n g  the
momentum o f  t h e  c o u r s e s  a l r e a d y  a r r a n g e d :  and  s e c o n d l y ,  c a r r y i n g  
i n d u s t r i a l  r e l a t i o n s  t r a i n i n g  to  u l t i m a t e l y  a l l  NHS managers,  w i t h  a l l  
t h e  d i f f e r e n t  l e v e l s  o f  need and approach t h a t  t h a t  i m p l i e s "
(V Jones  June  1979)
The programme o f  c o u r s e s  was viewed t h a t  f o r  P e r s o n n e l  s t a f f  a lo n e :
"a minimum of  t e n  more co u r s e s  w i l l  be needed over  t h e  n e x t  two y e a r s
i f  demand i s  t o  be met"
(V Jones  1979)
S e n i o r  o f f i c e r s  o f  t h e  S e r v i c e  w e re  c o n c e r n e d  t h a t  t h e  c o u r s e s  w e r e  n o t  
a l w a y s  k e e p i n g  p a c e  w i t h  e v e n t s .  More t h o u g h t  n e e d e d  t o  be g i v e n  t o  t h e  
ph i lo so p h y  of  i n d u s t r i a l  a c t i o n ,  and ways i n  which th e y  (Regional  and Area 
S t a f f )  s h o u l d  r e a c t .  S e m i n a r s  w e re  a r r a n g e d  by t h e  a c a d e m i c  c e n t r e s  
(Appendix 10) where t h e s e  i s s u e s  were d i s c u s s e d .
Again,  l i t t l e  i f  any a c t u a l  c o n s i d e r a t i o n  was g iven  t o  th e  r e l a t i o n s h i p s  a t  
l o c a l  l e v e l ,  between p e r s o n n e l  and l i n e  managers.
T r a i n i n g  p r o g r a m m e s  on i n d u s t r i a l  r e l a t i o n s  w e re  l o c a l l y  o r g a n i s e d  f o r  
H ea l th  A u th o r i t y  members,  a r e c o g n i t i o n  of  t h e i r  changing r o l e ,  bu t  a g a in  
th e  i n t e r r e l a t i o n s h i p s  were n o t  a lways  cons ide red .
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The f o r m u l a t i o n  o f  I n d u s t r i a l  R e l a t i o n s  p o l i c y  documents was a more unusua l  
d e v e l o p m e n t .  T h a t  d e f i n e d  by W est  B i rm in g h am  H e a l t h  D i s t r i c t  was (and 
r e m a i n s )  a  r a r e  e x c e p t i o n  (A p p e n d ix  11) .  The e t h o s  o f  t h e  d o c u m e n t  i s  t h e  
f o r m a l  a c c e p ta n c e  of  th e  r o l e  of  the  D i s t r i c t  Management Team -  and y e t  th e  
D i s t r i c t  P e r s o n n e l  O f f i c e r  i s  n o t  a member o f  t h a t  t e a m .  The o n l y  
r e f e r e n c e  t o  him b e i n g : -
"The D i s t r i c t  P e r s o n n e l  O f f i c e r  h a s  a r e s p o n s i b i l i t y  t o  a d v i s e  
m a n a g e r s  on t h e  p r o v i s i o n  o f  e q u i t a b l e  f a c i l i t i e s  i n  t h e  l i g h t  o f  
p r e v a i l i n g  c i r c u m s ta n c e s  ...................
R e s p o n s i b i l i t y  f o r  i d e n t i f y i n g  and  m e e t i n g  i n d u s t r i a l  r e l a t i o n s  
t r a i n i n g  n e e d s  w i t h i n  a v a i l a b l e  f i n a n c e  r e s t s  w i t h  m a n a g e r s .  The 
D i s t r i c t  P e r s o n n e l  O f f i c e r  h a s  a r e s p o n s i b i l i t y  f o r  p r o v i d i n g  s uch  
a s s i s t a n c e  as  i s  p r a c t i c a b l e  t o  enab le  managers to  f u l f i l l  t h i s  r o l e . "
(West Birmingham H e a l th  D i s t r i c t  1979)
The f o r m a l  p r o v i s i o n  o f  t r a i n i n g  h o w e v e r  was u n d e r  p r e s s u r e  f ro m  t t h e  
e n v i ro n m e n ta l  f a c t o r s  l e a d i n g  t o  th e  majo r 1979 d i s p u t e .  The t r a i n i n g  made 
l i t t l e  o r  no p r o v i s i o n  f o r  c o n s i d e r i n g  the  d i f f e r e n t  t a c t i c a l  methods to  
which  un ions  were r e s o r t i n g .
S u b s t a n t i v e  n e g o t i a t i o n s  cou ld  on ly  be u nder ta ken  on n a t i o n a l  l e v e l  on the  
v i t a l  i s s u e  o f  p a y ,  and  t h e  d i s p u t e s  w e re  i n c r e a s i n g l y  b e c o m in g  t h o s e  o f  
' r e a r  guard '  a c t i o n  a t  th e  l o c a l  l e v e l .
I t  may be a rgued  t h a t  th e  1979 d i s p u t e  was made more d i f f i c u l t  t o  c e n t r a l l y  
m o n i t o r  b e c a u s e  many more l o c a l  m a n a g e r s ,  b o t h  l i n e  and  p e r s o n n e l ,  f e l t  
t h a t  th ey  had th e  a b i l i t y  to  cope w i th  the  s i t u a t i o n .
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Undoubtedly however,  th e  d es ig n  of  the  t r a i n i n g  programme was f e l t  t o  be 
t h e  optimum g i v e n  t h e  r a p i d l y  c h a n g i n g  c i r c u m s t a n c e s  of  i n d u s t r i a l  
r e l a t i o n s  i n  t h e  S e r v i c e .  I t  h a s  n e v e r  been  a s s e s s e d ,  i n  t e r m s  o f  o b j e c t  
a t t a i n m e n t ,  n o r  c o s t  e f f e c t i v e n e s s .  The c o u r s e  h o w e v e r ,  c o n t i n u e  t o  be 
o f f e r e d ,  and t h e  p r e p e r a t i o n  o f  a  "handbook"  i s  s e e n  a s  t h e  n e x t  m a j o r  
even t .  The problem of c o n c e n t r a t i n g  on mechanics r a t h e r  t h a n  p ro c e s s  have 
no t  y e t  been r e s o lv e d .
59
SOUTH GLAMORGAN HEALTH AUTHORITY
SOUTH GLAMORGAN HEALTH AUTHORITY 1974-1980
W i t h i n  W a l e s ,  t h e  1974 r e o r g a n i s a t i o n  o f  t h e  N a t i o n a l  H e a l t h  S e r v i c e  
i n c l u d e d  no p r o v i s i o n  f o r  R e g i o n a l  H e a l t h  A u t h o r i t i e s .  The A rea  H e a l t h  
A u t h o r i t i e s  were r e s p o n s i b l e  to  th e  S e c r e t a r y  of  S t a t e  f o r  Wales,  and th e  
f u n c t i o n s  which would have been u n d e r ta k e n  by a R eg iona l  l e v e l  which were  
sha red  by m u tua l  agreement.
The South Glamorgan H ea l th  A u t h o r i t y  was th e  on ly  t e a c h i n g  a r e a  i n  Wales ,  
and was a s i n g l e  d i s t r i c t  a r ea .  I t  p rov ided  th e  h e a l t h  c a r e  s e r v i c e  f o r  a 
p o p u l a t i o n  o f  3 9 2 ,0 0 0  and a w id e  r a n g e  o f  r e g i o n a l  and  s u b r e i g i o n a l  
s e r v i c e s  f o r  up t o  1,500,000 people .
The b u d g e t  i n  1978 t o t a l l e d  £50 .00  m i l l i o n  r e v e n u e  a l l o c a t i o n ,  and  £1 
m i l l i o n  c a p i t a l  revenue .  A pprox im ate ly  12,700 s t a f f  were  employed i n  1978 
( 1 0 ,5 0 0  w h o le  t i m e  e q u i v a l e n t s ) .  To f u f i l l  i t s  t e a c h i n g  o b l i g a t i o n ,  i t  
p rov ided  th e  Welsh N a t io n a l  School of  Medic ine w i th  c l i n i c a l  f a c i l i t i e s  f o r  
th e  u n d e rg rad u a te  t r a i n i n g  of  m e d ic a l ,  d e n t a l  and n u r s i n g  deg reee  s t u d e n t s .  
The A u th o r i t y  was a l s o  d i r e c t l y  r e s p o n s i b l e  f o r  p ro v id i n g  a comprehensive 
r a n g e  o f  t r a i n i n g  s c h o o l s  and c o u r s e s  f o r  p a s t - g r a d u a t e  m e d i c i n e ,  
d e n t i s t r y ,  n u r s i n g ,  p a r a - m e d ic a l ,  a d m i n i s t r a t i o n ,  and v a r i o u s  d i s c i p l i n e s  
i n  th e  ' h o t e l '  and a n c i l l a r y  s e r v i c e s .
S o u th  G la m o rg a n  a l s o  p r o v i d e d  t h e  f a c i l i t i e s  f o r  r e s e a r c h  i n v o l v i n g  t h e  
H e a l t h  A u t h o r i t y ,  W elsh  N a t i o n a l  S c h o o l  o f  M e d i c i n e ,  U n i v e r s i t y  C o l l e g e  
C a r d i f f ,  and U n i v e r s i t y  o f  W ales  i n s t i t u t e  o f  S c i e n c e  and  T e c h n o l o g y ,  
Medica l  Research  Counci l ,  and v o l u n t a r y  o r g a n i s a t i o n s  i e  Tenovus I n s t i t u t e  
of  Cancer Research.
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B e c a u s e  S o u th  G la m o rg a n  H e a l t h  A u t h o r i t y  had a t e a c h i n g  f u n c t i o n ,  more 
d i v e r g e n t  s t a f f  were employed th a n  would be found i n  n o n - t e a c h in g  a r e a s .  
S t a f f i n g  r a t i o s  were  c o n sequen t ly  h ig h e r .
The H ea l th  A u t h o r i t y  r an  17 h o s p i t a l s  and a p p ro x im a te ly  25 H ea l th  Cen t res  
t h ro u g h o u t  C a r d i f f  and th e  Vale o f  Glamorgan.  The Ambulance S e r v i c e ,  and 
Suppor t  S e rv ic e s  C en t re  (Laundry and S t e r i l e  S u p p l ie s )  were a l s o  d i r e c t l y  
o p e r a t e d  by th e  H e a l th  A u t h o r i t y .
I n  t h r e e  o f  t h e  h o s p i t a l s ,  h o s p i t a l  b a s e d  p e r s o n n e l  s t a f f  w e r e  e m p lo y e d .  
They w e re  b a s e d  i n  t h e  l a r g e s t  h o s p i t a l s ,  and d e a l t  p r e d o m i n a n t l y  w i t h  
i n t e r v i e w i n g  a n d  r e c r u i t i n g  s t a f f  i n  c o n j u n c t i o n  w i t h  t h e  l o c a l  
a d m i n i s t r a t o r s .
The Area Team of  O f f i c e s  (see  d iagram 1) in c lu d ed  th e  Area A d m i n i s t r a t o r ,  
M e d i c a l  O f f i c e r ,  N u r s i n g  O f f i c e r ,  and T r e a s u r e r .  The n e x t  l e v e l  of  
a d m i n i s t r a t i o n  in v o lv e d  the  Area P e r s o n n e l  O f f i c e r ,  w i th  o t h e r  f u n c t i o n a l  
managers.  Each month,  the  Area Team of O f f i c e r s  would f o r m a l l y  meet w i th  
t h e i r  s u b o r d in a t e  l a y e r  to  r e s o l v e  o u t s t a n d i n g  problems .  Each month,  each 
f u n c t i o n a l  d e p a r t m e n t  h e l d  a m e e t i n g  t o  r e f e r  i n f o r m a t i o n  b a c k  f r o m  t h e  
A rea  Team m e e t i n g .  By 1976,  i t  was  f e l t  t h a t  t h i s  t y p e  o f  " c o m m i t t e e  
m a nagem e n t"  was b e c o m in g  t o o  u n w i e l d y .  An O r g a n i s a t i o n a l  D e v e lo p m e n t  
e x e r c i s e  was u n d e r t a k e n ,  and d i s c o v e r e d  t h a t  e a c h  m on th  157 c o m m i t t e e  
m e e t ings  were h e l d  w i t h i n  the  Area. The m a j o r i t y  of  m ee t ings  were h e l d  by 
a d m i n i s t r a t i v e  s t a f f .  F o l l o w i n g  t h i s  e x e r c i s e ,  i t  was d e c i d e d  t o  
r a t i o n a l i s e  t h e  c o m m u n i c a t i o n s .  The e f f e c t s  o f  t h i s  d e c i s i o n  w e r e  n o t  
a d v e r s e l y  f e l t  lower  i n  th e  o r g a n i s a t i o n .
The s e c t o r  a d m i n i s t r a t o r s  were a d m i n s t r a t i v e l y  r e s p o n s i b l e  f o r  groups  o f  
s m a l l  h o s p i t a l s ,  o r  one l a r g e  h o s p i t a l ,  and r e p o r t e d  d i r e c t l y  to  th e  Area
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O p e r a t i o n a l  S e r v i c e s  Manager.
The A rea  A d m i n i s t r a t o r  was r e s p o n s i b l e  t o  t h e  H e a l t h  A u t h o r i t y  f o r  t h e  
s a t i s f a c t o r y  p r o v i s i o n  o f  H e a l t h  C a re  S e r v i c e s  i n  S o u th  G la m o rg a n .  The 
H e a l t h  A u t h o r i t y  a l s o  d e l e g a t e d  members  t o  be " o f f i c i a l  v i s i t o r s "  t o  
s p e c i f i c  h o s p i t a l s .  T hese  members  w e r e  e x p e c t e d  t o  v i s i t  t h e  h o s p i t a l s  
r e g u l a r l y  t o  e n s u r e  t h a t  s e r v i c e s  were a c c e p t a b l e .
F o l lo w in g  t h e  O r g a n i s a t i o n a l  Development e x e r c i s e  i n  1976, each  s e c to r w a s  
a l l o c a t e d  f u n c t i o n a l  " l i n k "  s p e c i a l i s t s .  T h i s  r e l a t e d  p a r t i c u l a r l y  t o  
P e r s o n n e l  and F inanc e ,  one o f f i c e r  i n  each  f u n c t i o n a l  d e p a r tm e n t  would take  
p a r t i c u l a r  r e s p o n s i b i l i t y  t o  a c t i v e l y  d e v e l o p  p e r s o n a l  c o n t a c t  w i t h  t h e  
d e s ig n a t e d  s e c t o r .  , I n  f i n a n c e ,  t h i s  meant  t h a t  any q u e r i e s ,  w he the r  pay o r  
b u d g e t a r y ,  c o u l d  be d i r e c t e d  a t  one p a r t i c u l a r  o f f i c e r ,  and  i t  was  h i s  
r e s p o n s i b i l i t y  t o  r e s o l v e  t h a t  d i f f i c u l t y  w i t h i n  th e  f u n c t i o n a l  dep a r tm en t .  
A l s o  i n  p e r s o n n e l ,  any  q u e r i e s  c o u l d  be d i r e c t e d  a t  t h e  l i n k  o f f i c e r ,  and 
they  would be r e s o l v e d .
The l i n k  o f f i c e r s  a l s o  had t h e  i n v i t a t i o n  t o  become i n v o l v e d  i n  l o c a l  
i s s u e s  a t  h o s p i t a l  l e v e l ,  which th e y  may no t  have been in v o lv e d  i n  w i t h o u t  
th e  e x i s t e n c e  of  t h e  l i n k .
Th is  l i n k  a r r an g em en t  co n t in u ed  u n t i l  1978, when i t  f a i l e d  due t o  p roblems  
of l a b o u r  t u r n o v e r  w i t h i n  th e  p e r s o n n e l  depar tm en t .
L a b o u r  t u r n o v e r  was  a m a j o r  f a c t o r  i n  t h e  c o n t i n u e d  f u n c t i o n i n g  o f  t h e  
p e r s o n n e l  d e p a r tm e n t .  From 1973 t o  1977 r e c r u i t s  to  th e  d ep a r tm en t  were 
a l l  young r e c e n t  g r a d u a t e s ,  w i t h  no p r i o r  ex p e r i e n c e  o f  th e  N a t i o n a l  H ea l th  
Serv ice .  Because o f  t h e  e f f e c t s  of  t h e  1974 r e o r g a n i s a t i o n ,  many v a c a n c ie s  
con t inued  to  a r i s e  f o r  a d m i n i s t r a t i v e  l i n e  management p o s t s ,  bo th  w i t h i n
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t h e  A re a  and  e l s e w h e r e .  The t u r n o v e r  o f  p e r s o n n e l  s t a f f  b e t w e e n  1976 t o  
1980 was 100%, w i th  a l l  th o s e  l e a v i n g  going i n t o  l i n e  management p o s i t i o n s .
The view was o b v io u s ly  h e ld  t h a t  p e r s o n n e l  ex p e r i e n c e  n o t  on ly  improved th e  
i n d i v i d u a l s  g e n e r a l  e x p e r i e n c e ,  b u t  was b ecom ing  t h e  " s t e p p i n g  s t o n e "  t o  
a d m i n i s t r a t i v e  e x p e r i e n c e .
G iv e n  t h i s  m os t  u n u s u a l  p a t t e r n ,  t h e  r e l a t i o n s h i p  b e t w e e n  P e r s o n n e l  
O f f i c e r s  and l i n e  managers was q u i t e  c l o s e .  The r e p e r c u s s i o n s  of  t h e  1974 
r e o r g a n i s a t i o n  were s t i l l  be ing  f e l t  by l o c a l  managers ,  and t h e  P e r s o n n e l  
s t a f f  were u s u a l l y  invo lved  only  as  a  " l a s t  r e s o r t " .
The more i n t r u s i v e  a c t i o n  i n  1976/77 t o  moni to r  t h e  app o in tm en t  o f  s t a f f  by 
t h e  manpower  p l a n n i n g  o f f i c e r  g e n e r a t e d  o v e r t  h o s t i l i t y .  As s t a f f  
v a c a n c i e s  a r o s e ,  p e r m i s s i o n  was r e q u i r e d  f ro m  t h e  p e r s o n n e l  o f f i c e r  t o  
i n i t i a t e  th e  r ep la cem e n t  of  s t a f f .  The p o l i c y  was i n t r o d u c e d  by th e  Area 
P e r sonne l  O f f i c e r  to  ensu re  t h a t  s t a f f  r e c r u i t m e n t  d id  n o t  ou tpace  s t a f f  
budge ts .
The l a t e r  a c t i o n ,  i n i t i a t e d  l o c a l l y ,  t o  i n t r o d u c e  j o i n t  c o n s u l t a t i v e  
m a c h i n e r y  t h r o u g h o u t  t h e  a r e a  was v i e w e d  w i t h  s u s p i c i o n  i f  n o t  t o t a l  
h o s t i l i t y .
The P e r so n n e l  Department
The P e r s o n n e l  D e p a r t m e n t  (D ia g ra m  2) had  been  c r e a t e d  i n  1974 f o l l o w i n g  
r e o r g a n i s a t i o n ,  b u t  t h e  p e r s o n n e l  o f f i c e r s  b a s e d  i n  h o s p i t a l s  w e re  n o t  
cons ide red  to  be p a r t  of  th e  dep a r tm en t .
R e s p o n s i b i l i t y  f o r  n u r s e  p e r s o n n e l  m a t t e r s  was under  th e  a u s p ic e s  of  t h e  
Area  N u r s i n g  O f f i c e r .  R e s e n s i b i l i t y  f o r  t h e  a p p o i n t m e n t  o f  D o c t o r s  was
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h e l d  w i t h i n  t h e  Area H e a d q u a r t e r s ,  a l th o u g h  the  p e r s o n n e l  d e p a r tm en t  was 
in v o lv e d  w i t h  a l l  ap p o in tm en t s  -  a u t h o r i s i n g  payments under  W hi t ley  Counc i l  
a g r e e m e n t s .
The t r a i n i n g  f u n c t i o n  was  u n d e r t a k e n  by t h e  A re a  T r a i n i n g  O f f i c e r  and 
s t a f f .
W i t h i n  t h e  ‘Manpower* S e c t i o n ,  f u n c t i o n a l  r e s p o n s i b i l i t y  was h e l d  by 
r e l a t i v e l y  j u n i o r  s t a f f  (S en io r  A d m i n i s t r a t i v e  A s s i s t a n t s )  i n  th e  a r e a s  o f :
i )  Employment P r a c t i c e s
i i )  I n d u s t r i a l  R e l a t i o n s
i i i )  Manpower P lann ing
Employment R e l a t i o n s  S e c t io n
W i th in  t h i s  s e c t i o n ,  a l l  m a t t e r s  r e l a t i n g  to  the  i n t e r p r e t a t i o n  of  W hi t ley  
Counci l  ag reem en ts  were covered.  T h i s  i n c l u d e d  a d v i s i n g  on a d v e r t i s i n g ,  
i n t e r v i e w i n g ,  and im plem en t ing  th e  c o n d i t i o n s  of  s e r v i c e  which a l lo w e d  f o r  
payments to  s t a f f ,  e . g .  removal  expenses .
I n d u s t r i a l  R e l a t i o n s  S e c t io n
One member o f  s t a f f  was p a r t i c u l a r l y  invo lved  i n  t h e  i n t r o d u c t i o n  o f  bonus 
schemes, bo th  i n t e r i m  and work s tu d i e d .  With th e  grow th  of  schemes, t h i s  
became an a lm os t  f u l l  t ime a c t i v i t y .
The o t h e r  p e r s o n n e l  o f f i c e r  was r e s p o n s i b l e  f o r  job  e v a l u a t i o n s  th roughou t  
t h e  a r e a ,  a n d  t h e  i n t r o d u c t i o n  o f  j o i n t  c o n s u l t a t i v e  m a c h i n e r y .  
C o n c o m m i ta n t  w i t h  t h i s  was t h e  S e c r e t a r i a t  f u n c t i o n  f o r  t h e  m o n t h l y  
m e e t i n g s  w i t h  T r a d e  U nion  o f f i c e r s  and  t h e  P r o f e s s i o n a l  o r g a n i s a t i o n s  
r e p r e s e n t a t i v e s .
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Manpower P lann ing
The p e r s o n n e l  o f f i c e r  e m p lo y e d  w i t h i n  t h i s  s e c t i o n  u n d e r t o o k  t o  r e c o r d  
manpower p l a n  t a r g e t s  a g a i n s t  per fo rmance .
G iv e n  t h e  f u n c t i o n a l  b r e a k d o w n  o f  r e s p o n s i b i l i t i e s  i t  i s  a p p a r e n t  t h a t  
e s t r a n g e m e n t  c o u l d  h a v e  a r i s e n ,  b e t w e e n  p e r s o n n e l  s t a f f  and  t h e  l i n e  
managers .
However, th e  Area was g e o g r a p h i c a l l y  s m a l l ,  and t r a n s p o r t  was n o t  d i f f i c u l t  
T h e re fo re ,  th e  Area P e r s o n n e l  O f f i c e r  a c t i v e l y  encouraged s t a f f  to  become 
invo lved  i n  u n i t s  th roughou t  th e  a r e a .
The m a j o r i t y  o f  s e c t o r  and  u n i t  a d m i n i s t r a t o r s  w e r e  r e l a t i v e l y  young  
( P o t t e r  1976) b u t  m o s t  had  b e e n  i n  p o s t  i n  S o u th  G la m o rg a n  p r i o r  t o  
r e o r g a n i s a t i o n .
W h i l s t  the  P e r s o n n e l  s t a f f  were young, a l l  were new to  th e  a r e a ,  excep t  f o r  
t h e  Area  Manpower O f f i c e r .  F o r  t h i s  r e a s o n ,  t h e r e  was  a h i g h  t r u s t  
r e l a t i o n s h i p ,  between l i n e  managers and the  Manpower O f f i c e r .
To e x e m p l i f y  t h e  f u n c t i o n i n g  o f  t h e  i n d u s t r i a l  r e l a t i o n s  e l e m e n t  o f  
p e r s o n n e l  m a n a g e m e n t ,  two e x a m p le  w i l l  be g i v e n  o f  d i s p u t e s  w h ic h  w e re  
l o c a l  to  South Glamorgan.
D i s c i p l i n a r y  Case
The c a s e  n o t e s  a r e  c o n t a i n e d  i n  A p p e n d ix  12, b u t  t h e  c a s e  i t s e l f  was 
i n t e r e s t i n g  f o r  s e v e r a l  r ea sons .  By 1976, the  concep t  of  f a i r  and u n f a i r  
d i s m i s s a l  was becoming e s t a b l i s h e d .
A member of  th e  e n g i n e e r in g  s t a f f  i n  South Glamorgan was t o l d  t o  r e p o r t  to
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a  d i f f e r e n t  h o s p i t a l  f o r  d u t y  f o l l o w i n g  d i s c i p l i n a r y  a c t i o n .  The o t h e r  
e n g i n e e r i n g  s t a f f  r e f u s e d  t o  w o rk  w i t h  t h e  r e l o c a t e d  e m p l o y e e ,  and  t h e  
H e a l th  A u t h o r i t y  i n  pursuance  of  i t s  o b l i g a t i o n  to  m a i n t a i n  t h e  s e r v i c e ,  
d i s m i s s e d  th e  employee ,  t o t a l l y  u n f a i r l y .  A l l  r e c o u r s e  to  p ro ced u res  of 
Appeal  was w i t h e l d  -  ag a in  u n f a i r l y .  The employee sough t  r e d r e s s  v i a  th e  
H ea l th  A u t h o r i t y ,  and appea led  to  an  I n d u s t r i a l  T r i b u n a l .
The outcome of t h e  t r i b u n a l  i s  r e c o rd e d ,  bu t  i t  was c l e a r  from th e  way i n  
w h ic h  t h e  c a s e  was  d e a l t  w i t h  t h a t  l o c a l  m a n a g e r s  d i d  n o t  f e e l  t h a t  t h e  
l e g i s l a t i v e  f r a m e w o r k  was a l w a y s  a n t a g o n i s t i c .  I t  was  f e l t  t h a t  t h e  
P e rsonne l  O f f i c e r  had "won" and t h a t  v i c t o r y  was s h a red  by l i n e  managers .  
D e s p i t e  l i n e  managers  l a t e r  h e s i t a t i o n  about  i n d u s t r i a l  t r i b u n a l s ,  t h e  case  
d e s c r ib e d  improved th e  es teem of t h e  p e r s o n n e l  f u n c t i o n  to  l i n e  managers .  
The H e a l t h  A u t h o r i t y  r e s p o n d e d  c a u t i o u s l y  t o  t h e  r e q u e s t  f o r  a p p e a l  
m a c h i n e r y  t o  be i n s t i g a t e d ,  b u t  by 1979 had  become more  i n t r u s i v e  i n  
i n d u s t r i a l  r e l a t i o n s  d u r ing  th e  d i s p u t e  of  1979.
ACAS Involvement i n  Ambulance D ispu te
D u r in g  O c t o b e r  1976 and J u l y  1977,  t h e  Ambulance  s e r v i c e  w e re  i n  d i s p u t e  
w i t h  t h e  H e a l t h  A u t h o r i t y .  The c a u s a l  f a c t o r s  w e r e  c u m u l a t i v e  and  i n  
August 1977, th e  t r a d e  un ions  r e q u e s t e d  ACAS to :
" i n q u i r e  i n t o  t h e  i n d u s t r i a l  r e l a t i o n s  a r r a n g e m e n t s  and t h e i r  
i m p l e m e n t a t i o n  w i t h i n  t h e  a m b u l a n c e  s e r v i c e  o f  th e  South Glamorgan 
A rea  H e a l t h  A u t h o r i t y  and  t o  r e p o r t  w i t h  r e c o m m e n d a t i o n s  f o r  
improvement where a p p r o p r i a t e . "
The survey  was u n d e r ta k e n  d u r ing  a p e r io d  of  c o n t in u in g  d i s p u t e  be tween the  
A u th o r i t y  and th e  Ambulancemen, and th e  u n d e r ly in g  c o n f l i c t  between two of 
the  unions  r e p r e s e n t e d .
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The summary of  recommendations  from ACAS a r e  c o n ta in e d  i n  Appendix 13. The 
n e g o t i a t i o n s  d u r i n g  t h e  d i s p u t e  w e r e  u n d e r t a k e n  by  t h e  p e r s o n n e l  
d e p a r t m e n t ,  as  th e  ambulance s e r v i c e  managers were e x t r e m e l y  h e s i t a n t  to  
become invo lved  a t  a l l .
I t  i s  p e r t i n e n t  to  c o n s i d e r  t h a t  by t h i s  t im e  (1977) a l t h o u g h  th e  n a t i o n a l  
t r a i n i n g  scheme f o r  i n d u s t r i a l  r e l a t i o n s  had  b e e n  i n  o p e r a t i o n  f o r  two 
y e a r s  -  no South Glamorgan s t a f f  had been a l lowed to  p a r t i c i p a t e .
The problems which they  d e a l t  w i th  were a c c e n tu a t e d  because  o f  th e  t e a c h i n g  
r o l e  o f  t h e  A re a ,  and  t h e  p o l i t i c a l  p r o b l e m  o f  t h e  t h e n  P r i m e  M i n i s t e r  
be ing  an M.P. f o r  p a r t  o f  the  a r e a  covered by the  H e a l th  A u t h o r i t y .
The p e r s o n n e l  f u n c t i o n  was e s t a b l i s h e d  and m a i n t a i n e d  p u r e l y  on a l o c a l  
b a s i s  o f  r e g a r d  and e s t e e m  f o r  r o l e  h o l d e r s  -  who d e m o n s t r a t e d  t h e i r  
a b i l i t i e s  as  e x e m p l i f i e d  i n  th e  c a s e s  d e s c r i b e d .
A n a ly s i s
The i n t e r r e l a t i o n s h i p s  b e t w e e n  t h e  P e r s o n n e l  d e p a r t m e n t  and  t h e  l i n e  
managers was ex t rem ely  buoyant ,  e s p e c i a l l y  d u r ing  th e  p e r i o d  1974-1977.
Towards th e  end of  t h e  p e r io d  under  c o n s i d e r a t i o n ,  i . e .  1979-80,  t h e  s t a f f  
c h a n g e s  p r e v i o u s l y  d e s c r i b e d  h a d  t a k e n  p l a c e ,  t h u s  c h a n g i n g  t h e  
r e l a t i o n s h i p s .  P rev io u s  p e r s o n n e l  o f f i c e r s  were now l i n e  managers ( i n  fo u r  
o f  t h e  m a in  h o s p i t a l s )  and  t h e r e  was l i t t l e  r e g a r d  f o r  t h e  s k i l l  o r  
e x p e r t i s e  o f  th o se  ap p o in te d  i n t o  t h e  v a c a n c i e s .
In  1977,  t h e  A rea  P e r s o n n e l  O f f i c e r  moved t o  a l i n e  a d m i n i s t r a t i v e  
f u n c t i o n ,  thus  th e  p r e v io u s  s u p e r o r d i n a t e / s u b o r d i n a t e  r e l a t i o n s h i p  was r e ­
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e s t a b l i s h e d  f o r  t h e  f o u r  e x - p e r s o n n e l  o f f i c e r s  now l i n e  m a n a g e r s .  T h i s  
f a c t o r  d id  l i t t l e  to  engender the  development of  p o s i t i v e  c o n t a c t s  be tween  
t h e  new p e r s o n n e l  s t a f f  and t h e  l i n e  m a n a g e r s .  The s t y l e  o f  m a nagem e n t  
e n c o u r a g e d  was one o f  s e l f  c o n t a i n m e n t  o f  a l l  b u t  t h e  m o s t  i n t r a c t a b l e  
p rob lems .
T h i s  a p p r o a c h  was  r e i n f o r c e d ,  d u r i n g  t h e  d i s p u t e s  o f  1979 ,  when t h e  s o l e  
f u n c t i o n  a l low ed  to  t h e  p e r s o n n e l  d epa r tm en t  were th o s e  of  communica tion  




The problem s en co u n te red  by th e  N a t io n a l  H ea lth  S e rv ic e  in  r e s o lv i n g  i t s  
i n d u s t r i a l  r e l a t i o n s  p r o b l e m s ,  a r e  d o m i n a t e d  by t h e  p r o b le m s  o f  
i n t e r r e l a t i o n s h i p  betw een l i n e  managers and th e  p e r s o n n e l  s p e c i a l i s t .
L i t t l e  r e s e a r c h  h a s  b e e n  u n d e r t a k e n  i n t o  t h e  m an ag em en t o f  t h e  H e a l t h  
S e rv ic e ,  so exam ples from in d u s t r y  m ust be c o n s id e re d .
M arsh  e t .  a l .  (1 9 7 7 )  o b s e r v e d  t h a t  l i n e  m a n a g e rs  i n  t h e  e n g i n e e r i n g  
i n d u s t r y  r e f u s e d  t o  d e l e g a t e  r e s p o n s i b i l i t y  f o r  p r o c e d u r a l  m a t t e r s  t o  
p e r s o n n e l  s p e c i a l i s t s .  P o o le  (1 9 7 8 )  r e p o r t e d  t h a t  a t  f l o o r  l e v e l ,  
managers and shop s te w a rd s :
" r a r e l y  s o u g h t  th e  a d v i c e  o f  p e r s o n n e l  m a n a g e r s  on i n d u s t r i a l  
r e l a t i o n s  q u e s t io n s "
(1978)
In  a s tudy  o f  45 f a c t o r i e s .  Turner e t  a l  (1977) o b se rv ed :
"no l i n k  b e tw e e n  t h e  num ber o f  p e r s o n n e l  and  i n d u s t r i a l  r e l a t i o n s  
s p e c i a l i s t s  and th e  l e v e l  o f  i n d u s t r i a l  harmony."
(1977)
Legge (1978) obse rv ed :
"A m bigu it ies  i n  d e f i n i t i o n  g e n e r a te  co n fu s io n  a t  th e  o p e r a t i o n a l  l e v e l  
about th e  n a t u r e  and focus  o f  p e rs o n n e l  management r e s p o n s i b i l i t i e s ,  
w h ich  i n  t u r n  p ro m o te s  a l a c k  o f  c o h e r e n c e  i n  t h e  a l l o c a c t i o n  o f  
p e r s o n n e l  a c t i v i t i e s  and g i v e s  r i s e  t o  c r i t i c a l  a s s e s s m e n t  o f  t h e  
f u n c t i o n . "
(1978)
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But r e f e r r i n g  to  B r i t i s h  L ey land , P a t  Lowry o b se rv ed ,
"Over t h e  l a s t  t e n  o r  t w e n t y  y e a r s  l i n e  m an ag em en t h a s  o p te d  o u t  o f  
t h e  p e r s o n n e l  f u n c t i o n .  The a t t i t u d e  h a s  b e e n  t h a t  we em p lo y  
p e r s o n n e l  m a n a g e r s .  They s h o u ld  g e t  on w i t h  i t .  I n  f a c t  p e r s o n n e l  
work i s  f a r  to o  im p o r ta n t  to  be l e f t  to  p e rs o n n e l  people ."
(G uard ian  10—7—80)
I m p l i c i t  w i t h i n  t h i s  s t a t e m e n t  i s  t h e  d i s t i n c t i o n  b e tw e e n  p e r s o n n e l  
a c t i v i t y  -  th e  management o f  human re s o u rc e s  a t  work, and th e  a c t i v i t i e s  
c a r r i e d  ou t by p e r s o n n e l  s t a f f .
The I n s t i t u t e  o f  P e rs o n n e l  Management d e f in e d  P e rs o n n e l  Management as
"............ a r e s p o n s i b i l i t y  o f  a l l  t h o s e  who m anage p e o p l e ,  a s  w e l l  a s
being  a d e s c r i p t i o n  o f  th o se  employed as  s p e c i a l i s t s .  I t  i s  t h a t  p a r t  
of management w hich i s  concerned  w i th  peop le  a t  work, and w i th  t h e i r  
r e l a t i o n s h i p  w i t h i n  an e n t e r p r i s e . "
(IPM 1963)
As Lowry in d i c a t e d ,  t h e r e  i s  am b ig u i ty  and te n s io n  i n  i n d u s t r y  abou t w hich  
a s p e c t s  o f  p e r s o n n e l  management sho u ld  be l e f t  to  s p e c i a l i s t s .  Woodward 
(1965) observed :
" I t  was i n  r e l a t i o n  to  p e r s o n a l  m anagem ent t h a t  t h e  p r o b le m s  and 
dilemmas a s s o c i a t e d  w ith  th e  l i n e - s t a f f  concep t o cc u rre d  in  t h e i r  most 
extreme fo rm ."
(Woodward 1965)
As h a s  b een  show n , t h e  p r e d o m i n a n t  r o l e  o f  t h e  P e r s o n n e l  O f f i c e r  i n  t h e  
N a t i o n a l  H e a l t h  S e r v i c e  d u r i n g  t h e  p e r i o d  1974 u n t i l  1980 h a s  b e e n  i n
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i n d u s t r i a l  r e l a t i o n s .  W h i ls t  d e s c r ib i n g  i n d u s t r i a l  e n t e r p r i s e s .  T urner  e t  
a l  (1977) commented:
"one re a s o n  f o r  th e  c o m p a ra t iv e ly  low r a t i o  o f  p e rs o n n e l  s p e c i a l i s t s  
i n  th e  b ig g e r  e n t e r p r i s e  i s  t h a t  much o f  t h e i r  f u n c t i o n  i s  ta k e n  over 
by th e  shop s tew ard  sy s tem ."
And y e t  t h i s  d o e s  n o t  a d e q u a t e l y  d e s c r i b e  t h e  e x p e r i e n c e  o f  t h e  N a t i o n a l  
H e a l th  S e rv ic e .  More a c c u r a t e l y ,
" S t r u c t u r e  o f  m a n a g e r i a l  o r g a n i s a t i o n  w ou ld  c l e a r l y  seem  to  a f f e c t  
p ro p e n s i ty  to  s t r i k e  i n  th e  e n t e r p r i s e .  A f te r  a l l ,  s t r i k e  in c id e n c e  
w o u ld  a p p e a r  t o  be p o s i t i v e l y  c o r r e l a t e d  w i th  " s t a n d a r d i s a t io n "  and 
" f o r m a l i s a t i o n "  i n  g e n e r a l  m a n a g e m e n t  a n d  e s p e c i a l l y  w i t h  
" f o r m a l i s a t i o n  in  i n d u s t r i a l  r e l a t i o n s " .
(T u rn e r  e t  a l  1977)
The N a t i o n a l  H e a l t h  S e r v i c e  was s u b j e c t e d  t o  t h e  m a jo r  s t r u c t u r a l  
r e o r g a n i s a t i o n  i n  1974, w h ic h  r e i n f o r c e d  th e  p o w er  o f  t h e  c e n t r a l i s e d  
f o r m a l  s y s te m  and  was t h e r e f o r e  i n e v i t a b l y  g o in g  t o  e x p e r i e n c e  g r e a t e r  
in c id e n t s  of l o c a l i s e d  d i s s a t i s f a c t i o n .  Some of th e  e v e n ts  w ere caused  by 
th e  i n t e r p r e t a t i o n  o f  ag reem en ts  which had been n a t i o n a l l y  ag reed .
O thers  were caused  by th e  e f f e c t s  o f  e x t e r n a l ,  e n v i ro n m e n ta l  f a c t o r s ,  i e  
changes to  th e  l e g i s l a t i v e  fram ew ork  a f f e c t i n g  employment, and Government 
Pay P o l i c y  w h ic h  p ro m p te d  g r e a t e r  u n io n  o r g a n i s a t i o n  and  a c t i v i t y .  One 
m a jo r  f a c t o r  d u r i n g  t h e  p e r i o d  1974 to  1980 w as t h e  c h a n g in g  po w er  
r e l a t i o n s h i p  o f  th e  p a r t i e s  in v o lv e d .  Far  from hav in g  a u n i t a r y  f ram e o f  
o b j e c t i v e s  w i t h i n  t h e  o v e r a l l  ’p r o v i s i o n  o f  h e a l t h  c a r e '  a  s e e m i n g ly  
c o n t in o u s  f r a g m e n ta t io n  o f  o b j e c t i v e s  l e d  to  h y p e r p l u r a l i t y .
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A t l o c a l  l e v e l s  t h e  l i n e  m a n a g e rs  w e re  g iv e n  t h e  r e s p o n s i b i l i t y  f o r  t h e  
p r o v i s i o n  o f  h e a l t h  c a r e  s e r v i c e s  w i t h i n  f i n a n c i a l  c o n s t r a i n t s .  The
e f f e c t i v e n e s s  o f  th e  s e r v ic e  was m a in ta in e d  n o t  o n ly  by l i n e  s u p e r i o r s ,  b u t
a l s o  by t h e  p u b l i c  v i a  H e a l t h  A u t h o r i t y  m em bers and  Com m unity  H e a l t h  
C o u n c i l s .  S t a f f  g ro u p s  becam e a w a re  t h a t  p r e s s u r e  c o u l d  be e x t e r t e d  on 
management v ia  th e s e  " lay" b u t  p o w e rfu l  bod ies .
Indeed  th e  very  te rm  ' th e  m anagers ' im p l ie s  a degree  o f  hom ogeneity  w hich
i s  d i f f i c u l t  to  a c c e p t .  As M ansf ie ld  d e s c r ib e d ;
" In  r e a l i t y  by a l m o s t  any  c o n c e i v a b l e  d e f i n i t i o n  m anagem en t i s  a  
l i g h t l y  h e t e r o g e n o u s  g ro u p ,  w i t h  a g r e a t l y  v a r y i n g  r e m u n e r a t i o n ,  
p r e s t i g e  and a c c e s s  to  power."
(1969)
Fox (1971) i d e n t i f i e d  t h a t  changes i n  th e  ba lance  o f  power cou ld  m a t e r i a l l y  
a f f e c t  m a n a g e r ia l  s t r a t e g y ,  and
" b r o a d l y  s p e a k i n g ,  a g r a d u a l  s h i f t  f ro m  u n i t o r y  t o  p l u r a l i s t  
p e r s p e c t iv e s  i n  i n d u s t r i a l  r e l a t i o n s  among m a n a g e r ia l  p e rs o n n e l  cou ld  
be i d e n t i f i e d . "
(1971)
This  view  was c o n s o l id a te d  i n  h i s  l a t e r  r e s e a rc h  (1974). I t  i s  i n t e r e s t i n g  
to  n o te  t h a t  t h i s  move tow ards  p l u r a l i s m  r e f l e c t e d  s h i f t s  o f  power i n  th e  
o r g a n i s a t i o n ,  w h e re a s  i n  t h e  N a t i o n a l  H e a l th  S e r v i c e  p l u r a l i s m  o f f e r e d  
g r e a t e r  power. The concep t of power may a l s o  be r e l a t e d  to  u n d e r s ta n d in g  
th e  s t r a t e g y  o p e r a t e d  by l o c a l  m a n a g e r s .  The r i g i d  a u t h o r i t a r i a n  
s t r u c t u r e s  which e x i s t e d  p r i o r  to  1974, were s t i l l  i n  e x i s t e n c e .  The l o c a l  
manager had r e s p o n s i b i l i t y  bu t v e ry  l i t t l e  power. The p e r io d  o f  1974 u n t i l  
1980 dem o n stra ted  th e  e x p lo r a t io n  o f  th e  power b a se ,  p re d o m in a n t ly  th ro u g h
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t h e  p r a c t i c e  of i n d u s t r i a l  r e l a t i o n s .  The r e l a t i o n s h i p  t h e r e f o r e ,  betw een  
th e  p e rs o n n e l  o f f i c e r  and l i n e  manager was c r i t i c a l .
P e rs o n n e l  was n ev e r  viewed by th e  DHSS in  c a r e e r  t e rm s ,  HM (72) 65 w h i l s t  
d e l i n e a t i n g  th e  "Development of th e  P e rso n n e l  f u n c t i o n ' . p o in t s  ou t
" .............. a so u n d  k n o w le d g e  and  e x p e r i e n c e  o f  p e r s o n n e l  m anagem en t
must be looked  f o r  i n  c a n d id a te s  f o r  top  management p o s t s  ........................
a c c e p t a n c e  o f  a p o s t  i n  t h e  p e r s o n n e l  f i e l d  s h o u ld  n o t  be s e e n  a s  a 
s te p p in g  a s id e  from th e  m a in s tream  of advancement; on th e  c o n t r a r y  a 
p e r i o d  s p e n t  t h e r e  i s  l i k e l y  t o  i n c r e a s e  an  o f f i c e r s  u n d e r s t a n d i n g
b o th  o f  t h e  d i v e r s e  t a s k s  o f  t h e  s e r v i c e  ............  and  o f  t h e  v a r i e t y
o f  human a t t r i b u t e s  w h ic h  p e o p l e  b r i n g  t o  th e m . I t  t h u s  f o r m s  a 
v a lu a b le  p r e p a r a t io n  f o r  s e n io r  p o s ts ."
(DHSS 1972)
In  1974 r e o r g a n i s a t i o n  caused m ajo r  upheava l w i th  s t a f f  be ing  o b l ig e d  to  
ap p ly  f o r  a l l  p o s t s .  There was t h e r e f o r e  much g e o g ra p h ic  and h e i r a r c h i c a l  
m ovem ent,  w i t h  many l i n e  m a n a g e r s  b e in g  a p p o i n t e d  who had  p r e v i o u s  
(a l th o u g h  l i m i t e d )  p e rso n n e l  experence .  Of course  th e  movement from l i n e  
to  p e rso n n e l  management o c c u rre d ,  t h e r e f o r e  i n t e r r r l a t i o n s h i p s  had  to  be 
formed on p u re ly  m u tua l es teem .
Many l i n e  mangers were th e r e f o r e  h e s i t a n t  to  a c c e p t  an i n t r u s i v e  r o l e  by 
th e  p e rso n n e l  m anagers , and c o n c e n t r a te  on lo c a l  i s s u e s  by th e m se lv es .
This  then  p r e d e s t i n e d  some p e rs o n n e l  d ep ar tm en ts  to  ad o p t D ruckers  (1955) 
view th a t :
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"p e rso n n e l  a d m i n i s t r a t i o n  c o n s i s t s  o f  a  c o l l e c t i o n  o f  m inor a c t i v i t i e s  
w h ic h  no one e l s e  w a n ts  o r  do n o t  f i t  i n  e a s i l y  e l s e w h e r e .  T h ese  
in c lu d e  m a t te r s  such a s ,  s a f e t y ,  w e l f a r e ,  s p o r t s  and s o c i a l  f a c i l i t i e s
H ow ever,  one o f  t h e  m a jo r  c a u s a l  f a c t o r s  o f  im p r o v in g  t h e  s t a t u s  o f  
p e rs o n n e l  s p e c i a l i s t s  was th e  in c r e a s e  o f  l e g i s l a t i o n  g overn ing  employment. 
T his  was p a r t i c u l a r l y  a p p a re n t  i n  d i s c i p l i n a r y  and g re iv a n c e  m a t t e r s .  With 
in c re a s e d  union  membership, s t a f f  w ere  b e t t e r  a d v ise d  o f  t h e i r  employement 
' r i g h t s '  u n d e r  la w .
As F e w te l l  (1980) o b se rved ,
"The r o l e  o f  t h e  p e r s o n n e l  d e p a r t m e n t  p r o v i d e s  d i s t r i c t s  w i t h  a 
d i le m m a  b e tw e e n  i n d u s t r i a l  r e l a t i o n s ,  s a f e t y  f i r s t  a n d  r e a l  
r e p o n s i b i l i t y  f o r  l o c a l  m a n a g e r s .  T h i s  o b j e c t i v e  p ro b le m  c a n  be 
f u r t h e r  ex ac e rb a te d  i f  i n d i f f e r e n t  m a n a g e rs  a r e  w i l l i n g  t o  a b d i c a t e  
t h e i r  r e s p o n s i b i l i t i e s  to  a p e r s o n n e l  d ep a r tm en t  which i s  anx ious  to
e s t a b l i s h  i t s e l f  and b u i l d  up i t s  i n f l u e n c e  .................
P e rh a p s  t h e  b e s t  co m p ro m ise  i s  t o  b u i l d  i n t o  m a n a g e r s  g u id a n c e  th e  
o b l i g a t i o n  to  c o n s u l t  th e  p e r s o n n e l  d e p a r t m e n t  b e f o r e  d e c i s i o n s  a r e
t a k e n  on f i n a l  w a r n in g s  o r  d i s m i s s a l s  ......... g u a r d i n g  a g a i n s t  m o s t
m a n a g e r i a l  a b e r r a t i o n s  w i t h o u t  e m a s c u l a t i n g  t h e  a u t h o r i t y  o f  
d e p a r t m e n t a l  heads."
( F e w t r e l l  1980)
F e w tre l l  a l s o  observed
" P e r s o n n e l  d e p a r t m e n t s  seem  to  h av e  a d o p te d  a m ore  a c t i v e  r o l e  .......
t h i s  p e r h a p s  r e f l e c t s  t h e i r  c u s to m a r y  p o s i t i o n  a s  c r i t i c a l  o r  
u n o f f i c i a l  c o u r t s  of a p p ea l  f o r  a g g r ie v e d  s t a f f " .
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The d e v e lo p m e n t  o f  i n d u s t r i a l  t r i b u n a l s  was a l s o  a c a u s a l  f a c t o r  i n  t h e  
e v o lu t io n  of th e  r o l e  of P e rso n n e l  o f f i c e r s  i n  i n d u s t r i a l  r e l a t i o n s .  The 
t e c h n i q u e  o f  c a s e  p r e s e n t a t i o n  w e re  i n c l u d e d  i n  t h e  DHSS t r a i n i n g  
programmes b u t were p a r t i c u l a r l y  o r i e n t a t e d  tow ards  p e r s o n a l  s t a f f .  As th e  
l i n e  manager was th e  d i s m is s in g  a u t h o r i t y  f o r  s t a f f ,  th e  p e rso n n e l  o f f i c e r  
w as u s u a l l y  f e l t  t o  be t h e  " h o n e s t  b r o k e r "  who c o u ld  i m p a r t i a l l y  p r e s e n t  
th e  cases  a t  t r i b u n a l .  This  developm ent v e r i f i e s  D rucker (1955) b u t  a l s o
F e w t r e l l  (1980) i n  t h e  d e g r e e  t o  w h ic h  p e r s o n n e l  m a n a g e r s  a c c e p t e d  o r
o v e r t l y  sought such r e s p o n s i b i l i t y ,  and u l t i m a t e l y  power.
The v ie w  t h a t  po w er  was a t a n g i b l e  r e s o u r c e  w h ic h  c o u ld  move b e tw e e n  
p r o t a g o n i s t s  in  i n d u s t r i a l  r e l a t i o n s  was w id e ly  h e ld .  Yet th e  p e r io d  1974 
u n t i l  1980 in  te rm s  of  H ea lth  S e rv ic e  management was one o f  g r e a t l y  v a ry in g  
power l o c i ,  most o f  th e  a p p a re n t  changes being  i n t r a o r g a n i s a t i o n a l .
The fo rm a l s t r u c t u r e  o f  h e i r a r c h i c a l  power i n  o r g a n i s a t i o n  has  r a r e l y  been 
d is c u s s e d ,  ex cep t i n  d e s c r i p t i v e  te rm s ,  eg Tannembaum e t  a l .  (1974). The 
a b s t r a c t  concept was proposed by C ro z ie r  (1964) d raw ing  h e a v i ly  upon th e  
" b e h a v i o u r a l  t h e o r y  o f  t h e  f i r m "  a s  p r o p o s e d  by C y e r t  and  M arch (1 9 6 3 ) .  
L aw ren ce  and L o r s c h  (1967) and  l a t e r  H ic k so n  (1 9 7 1 )  s u g g e s t e d  t h a t  
o r g a n i s a t io n a l  power does n o t  e x i s t  i n  h e i r a r c h i c a l  p y ra m id a l  from , b u t  in  
th e  " in te rd e p a r tm e n ta l  system*-
" th e  d i v i s i o n  o f  l a b o u r  b eco m es  th e  u l t i m a t e  s o u r c e  o f  i n t r a ­
o r g a n i s a t i o n a l  p o w e r ,  and p o w er  i s  e x p l a i n e d  by v a r i a b l e s  t h a t  a r e
e lem en ts  of each sub u n i t s  t a s k ,  i t s  f u n c t io n in g ,  and i t s  l i n k s  w i th  
th e  a c t i v i t i e s  of o th e r  s u b u n i ts ."
(1971 H ickson e t  a l )
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The r e l a t i o n s h i p  b e tw e e n  t h e  DHSS and t h e  H e a l t h  A u t h o r i t i e s  w as a l s o  
u n d e r g o i n g  m a jo r  c h a n g e .  T h e re  w as a m a jo r  e s t r a n g e m e n t  f o l l o w i n g  t h e  
a d v e n t  o f  t h e  C o n s e r v a t i v e  G o v e rn m e n t .  The o v e r t  G ov ern m en t c h a n g e s  i n  
s t a n c e  to w ard s  th e  N a t io n a l  H ea lth  S e rv ic e  S e rv ic e  r e s u l t e d  in  many l o c a l  
m a n a g e r s  e x p e r i e n c i n g  m a jo r  d i f f i c u l t i e s .  L o c a l ly ,  p r e s s u r e  was e x e r te d  
v i a  t h e  H e a l t h  A u t h o r i t y  and  Com m unity  H e a l t h  C o u n c i l s ,  w h ic h  was m ore  
a c u t e l y  f e l t  by th e  m anagers .
The DHSS in  r e s p o n se  to  p r e s s u r e  a t  n a t i o n a l  l e v e l  v i a  th e  W h itley  C ounc il  
i s s u e d  a d v i s o r y  n o t e s  a b o u t  t h e  i n t r o d u c t i o n  o f  u n i o n  m e m b e r s h i p  
a g re e m e n ts ,  and j o i n t  c o n s u l t a t i v e  m achinery .
On b o th  i s s u e s ,  t h i s  d e l e g a t i o n  o f  a u t h o r i t y  by t h e  DHSS was s t r o n g l y  
r e s e n t e d  by t h e  l o c a l  m a n a g e r s .  At l o c a l  l e v e l ,  t h e  t r a d e  u n io n s  w e re  
m a rg in a l ly  in  f a v o u r  o f  un ion  m e m b e rs h ip  a g r e e m e n t s ,  b u t  a l m o s t  t o t a l l y  
a g a i n s t  j o i n t  c o n s u l t a t i v e  m ach inery . T h is  management w ere a lm o s t  t o t a l l y  
a g a i n s t  b o th  p r o p o s i t i o n s .  The p e r s o n n e l  s t a f f  had  no pow er t o  i n s t a l l  
j o i n t  c o n s u l t a t i o n  -  b u t  w e re  d e l e g a t e d  w i t h  t h e  r e s p o n s i b i l i t y .  The 
r e q u e s t s  f o r  un io n  membership ag reem en ts  had to  o r i g i n a t e  from f u l l  t im e  
o f f i c e r s  of t r a d e  u n io n s ,  and r e q u e s t s  d id  n o t  r e a d i l y  ap p ea r  -  a  sympton 
of th e  ex trem e r i v a l r y  be tw een  un io n s .
The e f f e c t s  o f  t h i s  was o f t e n  to  g e n e ra te  s t r a i n e d  r e l a t i o n s h i p s  be tw een  
l i n e  managers and th e  p e r s o n n e l  s p e c i a l i s t ,  a s  th e  l i n e  m anagers v iew ed th e  
a c t i v i t y  as  an i n t r u s i o n  i n t o  t h e i r  a u t h o r i t y .
I t  i s  i n t r e s t i n g  to  n o te  t h a t  p e r s o n n e l  s p e c i a l i s t s  who o f f e r e d  s u p p o r t ,  i e  
f o r  t h e  n e g o t i a t i o n  o f  t h e  i n t r o d u c t i o n  o f  i n c r e d i b l y  c o m p l i c a t e d  b o n u s  
schemes, were n o t  viewed as  c h a l le n g in g  th e  'm anagers r i g h t  to  manage' .
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The m a j o r i t y  o f  p e r s o n n e l  s p e c i a l i s t s  w ere  n o t  l o c a t e d  i n ,  o r  g i v e n  
r e s p o n s i b i l i t y ,  f o r ,  i n d i v i d u a l  h o s p i t a l s .  T h is  f a c t o r  r e i n f o r c e d  t h e  
im a g e  o f  b e in g  r e m o t e  and n o t  n e c e s s a r i l y  s e n s i t i v e  t o  t h e  day  t o  day  
management problem s of  u n i t s .  W i t h i n  p e r s o n n e l  d e p a r t m e n t s ,  f u n c t i o n a l  
b reak d o w n  o f  r e s p o n s i b i l i t i e s  i . e .  t e r m s  and c o n d i t i o n s  o f  e m p lo y m e n t ,  
manpower p la n n in g ,  i n d u s t r i a l  r e l a t i o n s ,  t r a i n i n g  -  were o f t e n  n e c e s s a ry ,  
b u t  no t alw ays d e s i r a b l e .
W h i ls t  some H ea l th  A u th o r i t i e s  d e c e n t r a l i s e d  t h e i r  d e p a r tm e n ts  d u r in g  t h i s  
p e r io d ,  making p e rso n n e l  o f f i c e r s  r e s p o n s ib le  to  th e  u n i t  m anagers , t h i s  
w as s e e n  a s  a r e t r o g r a d e  s t e p  i n  t e r m s  o f  th e  q u a l i t y  o f  s e r v i c e  t o  be 
g iv e n .  The w ork  o f  t h e  p r e v i o u s  y e a r s  i n  e s t a b l i s h i n g  " c e n t r e s  o f  
e x ce l le n ce"  could  be i r r e t r i e v a b l y  damaged, due to  th e  r o l e  o v e r lo a d  o f  th e  




I t  i s  q u i t e  c l e a r  t h a t  when th e  DHSS i s s u e d  C i r c u l a r  HM (72) 65 , t h e  v ie w  
was th a t  a s t r i c t l y  r e g u la te d  c e n t r a l i s e d  o r g a n i s a t io n ,  w i th  a p e r s o n n e l  
a d ju n c t ,  would cope w ith  th e  management demands w hich i t  enco u n te red .
H ow ever,  t h e  e x p e r i e n c e  o f  1974 to  1980 show ed t h e  f a l l a c y  o f  t h i s  
h y p o t h e s i s .  I t  may be a c c e p t e d  t h a t  t h e  N a t i o n a l  H e a l t h  S e r v i c e  w as 
s u b je c te d  to  a number and range  o f  p r e s s u r e s ,  which no o r g a n i s a t io n  co u ld  
s a t i f a c t o r i l y  w i th s ta n d .  The m a in t e n a n c e  o f  c o n c e n t r a t i o n  on s t r u c t u r e  
though, e x a c e rb a te d  the  d i f f i c u l t i e s  which were e x p e r ie n c e d  and r e s u l t e d  i n  
p o t e n t i a l l y  d am a g in g  f r a g m e n t a t i o n .  The G o v ern m en t r e s p o n s e ,  i n  t h e  
r e o r g a n i s a t io n  of 1982, was ag a in  to  r e s t r u c t u r e  -  and a g a in  to  ig n o re  th e  
obvious w arn ings  t h a t  th e  i n t e r  and i n t r a r e l a t i o n s h i p s  d e s p e r a t e ly  needed 
c o n s id e r a t io n  and c o n s o l id a t io n .
The r e s p o n s e  t o  f e l t  n e e d s  i n  t e r m s  o f  i n d u s t r i a l  r e l a t i o n s  was t h e  
e s ta b l i s h m e n t  o f  th e  Cascade t r a i n i n g  programme -  b u t  to  d a te  no o b j e c t i v e  
e v a lu a t io n  has been made o f  i t s  e f f e c t i v e n e s s .
The lo c a l  managers o f  th e  s e r v ic e  canno t e f f e c t  change a t  th e  base  o f  power 
i n  th e  DHSS, and y e t  t h e r e  i s  e v i d e n c e  t h a t  m i s g i v i n g s  a r e  now b e i n g  
p u b l i c a l l y  v o iced  when i t  i s  f e l t  t h a t  c e n t r a l i s e d  p o l i c y  i s  n o t  s e n s i t i v e  
to  l o c a l  demands.
I t  i s  however, d i f f i c u l t  to  a n t i c i p a t e  from where th e  s u c c e s s f u l  p r e s s u r e  
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(THE REORGANISED NATIONAL HEALTH SERVICE -  R. LEVITT)
A ppendix 1 (b )
THE NATIONAL HEALTH SERVICE 1974-1982
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(MANAGEMENT ARRANGEMENTS FOR THE REORGANISED NATIONAL HEALTH SERVICE
HMSO 1972 .)
Appendix 2 (a )
Source: Making W h itley  Work -  Lord McCarthy DHSS 1976
NATIONALLY RECOGNISED NEGOTIATING BODIES
Association of Building Technicians
Association of Clinical Biochemists
Association of Dispensing Opticians
Association of Hospital and Residential Care Officers
Association of NHS Officers
Association of Nurse Administrators
Association of Optical Practitioners '
Association of Scientific, Technical and Managerial Staffs
Association of Supervisors of Midwives





Chartered Society of Physiotherapy
Company Chemists Association Ltd
Confederation of Health Service Employees
Co-operative Union Ltd
General and Municipal Workers Union
Health Visitors’ Association
Hospital Physicists’ Association
Institute of Health Service Administrators
National and Local Government Officers Association
N ational Pharmaceutical U nion
National Union of Gold, Silver and Allied Trades
National Union of Public Employees \
Pharmaceutical Standing Committee (Scotland)
Royal College of Midwives
Royal College of Nursing and National Council of Nurses of the United Kingdom
Scottish Association of Nurse Administrators
Scottish Health Visitors’ Association
Scottish National Committee of Ophthalmic Opticians
Socialist Medical Association (Ophthalmic Group)




Society of Remedial Gymnasts
Transport and General Workers’ Union
Union of Shop, Distributive and Allied Workers
and, in addition, the following bodies that conduct negotiations with the Department in 
respect of maintenance workers;
Confederation of Shipbuilding and Engineering Unions
Electrical, Electronic and Telecommunications’ Unions and Plumbing Trades’ Union 
DHSS Building Craftsmen’s Committee Trade Union Side—Hospital Maintenance
Appendix 2 (b ) ( i )
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APPENDIX B CONSTITUTION OF WHTTLEY 
COUNCILS AND OTHER NOMINATING 
BODIES
1. GeneralCouncil .% ÿ::
On both sides membership is based on nominations from the functional councils. The precise 
composition of the Management Side can therefore vary but for example for the year 1975/76
it was: :
Management Side . ..StaffSide . ..
Regional Health Authorities.. w  ;; Administrative and Clerical Council . 3
Area Health Authorities . i . .  9 Ambulancemen’s Council .  2
Scottish Health Authorities . . 5 Ancillary Staffs Council ; 3
Welsh Health Authorities . .  : 5 Medical and (Hospital) Dental
DHSS . .  . . 3 Council . .  . . . . . . . 4
S H H D ........................... 1 Nurses and Midwives Council 4
Welsh Office . . 1 Optical Council . .  . .  '.. 1
--- . Pharmaceutical Council . . . 2
34 / Professional and Technical Staffs
---- Council‘A ’ . .  . . 3
of whom
2 are officers of RHAs
Professional and Technical Staffs 
Council ‘B’ . .  . .  . . 3
2 are officers of AHAs Community Dental . .  . . 1
The constitution provides for the following 26
minimum representation:
Regional Health Authorities.. 6 Secretary NALGO
Area Health Authorities 7
Scottish Health Authorities . . 5
Welsh Health Authorities 3
2. Administrative and Clerical Staffs Council
Management Side 
Regional Health Authorities 
Area Health Authorities 
Scottish Health Authorities 












No officers serve on the Management Side
Staff Side 
Association o f Hospital and 
Residential Care Officers 
Association o f NHS Officers.. 
COHSE
XHŜ k #. . .  . .  . .  . .
NALGO
TGW U. .  . . .  . .  . .
Managerial, Administrative, Technical 
and Supervisory Association 
NUPE
Association of Administrators of 
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3. Ambulancemen’s Council
Management Side 
' RHAs responsible for metropolitan 
- ambulance services in En^and 
- excluding area served by London 
: ’ Ambulance Service ‘ 3
: RHAs which include area served by 
r London Ambulance Service . . : 2
Area Health Authorities ' ■ 5
Wekh Health Authorities . .  . .  1
Common Services Agency (Scotland) ,2
DHSS ■■ \  3
SHHD . .  . .  . .  1
Welsh Office . .  . .  . . .  ' 1
18
of whom
1 is an officer of the London Ambulance 
Service 
1 is an officer of an AHA
4. Ancillary Staffs Council
Management Side 
Regional Health Authorities.. . .  4
Area Health Authorities . .  . .  6
Scottish Health Authorities . .  . .  3
Welsh Health Authorities . .  . .  1
DHSS . .  . .    3
SHHD . .  . .  1
Welsh Office . . ' ................  1
19
Staff Side
NUPE ..  
GMWU  








.. Staff Side - 
COHSE . .  . .  . .  . .  4
GMWU . .  . .  . .  . .  4
NUPE . .     . .  4




2 are officers o f RHAs ,
2 are officers o f AHAs ,
2 are officers of Health Boards in Scotland
5. Dental (Local Authorities) Council
Does not meet. Constitution not amended since NHS reorganisation.
6. Joint Negotiating Forum for Community Dentists 
Management Side \'l
DHSS . .  . .  . .  2
SHHD . .  . .  . .  . .  . .  1
Welsh O f f ic e .......................................  1
No employing authorities 
No officers
: V Staff Side
British Dental Association 12
12
Secretary BDA
Appendix 2 (b ) ( i l l )
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7. Medical and (Hospital) Dental Council
Does not meet.-Constitution not amended since NHS reorganisation.
8. Joint Negotiating Committee for Hospital Medical and Dental Staff
; v : :  :  z  Management Side 
DHSS .. : .'. .: ..
SHHD . !  . .  . .
Welsh Office . .
No employing authorities 
No officers
'.3 -./ ... ^tcff Side:^. : f::.:
Negotiating sub-committee o f - .
- Central Committee for Hospital 
, Medical Services o f B M A . .  . ; . 
Negotiating sub-committee o f _ 
Hospital Junior Staffs Committee 





9. Joint Negotiating Body for Doctors in Community Medicine and the Community Health 
. , Services • . .
Management Side
DHSS . .  
SHHD ..  
Welsh Office
Staff Side ' 
Negotiating sub-committee of  
Central Committee for Community 
Medicine o f BMA . .  . • .. . .  7
N o employing authorities 
No officers .
Secretary BMA
10. Nurses and Midwives Council 
•. ‘"'Management Side
Regional Health Authorities............... 5
Area He^th Authorities . .  . .  6
Scottish Health Authorities . .  . .  3
Welsh Health Authorities . .  . .  1
DHSS . .  . .  3
SHHD . ' . .  . .  . .  1
Welsh Office . .  . .  . .  1
: . 20
..of whom ■; '.
1 is an officer of an RHA
2 are officers of AHAs ■
1 is a District officer
•I
Staff Side .;
Association o f Nurse Administrators 1 
Association of Hospital and 
Residential Care Officers / .  . 1
Association o f Supervisors o f ^
Midwives . - i' t  ; ; 'J . ' 1
COHSE ... : . .  -..J 4
Health Visitors’ Association . :  •; \  - 2
Managerial, Administrative, Technical 
and Supervisory Association . . . .  1
NALGO . .  . . '  y,,:.. . .  2
NUPE ' 4
Royal College of Midwives v ; - . . 3
Royal College of Nursing . .  . .  8
Scottish Association of Nurse 
Administrators ' . .  . .  . .  1
Scottish Health Visitors’ Association 1
29
Secretary RCN
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)urce: Nàking Whitley Work -  Lord McCarthy DHSS I976
11. Optical Council ,
:■■ ' ' V . ' Management Side
Regional Health Authorities.. 
Area Health Authorities 
Boards of Governors. .  ' 
Scottish Health Authorities . .  
Welsh Health Authorities 
DHSS . . _ .. .. ;
SHHD t " : . : .... r : ;




Regional Health Authorities.. 
Area Health Authorities • F ' .  '.
Boards o f Governors . .  -V . . L'
Scottish Health Authorities . .
D H S S ...............................  . .














Association o f Dispensing Opticians 
Joint Committee o f Ophthalmic 
■ Opticians . .  . .  . - • .. ’ ■ . .
Association o f Optical Practitioners. .  
ASTMS . ; ... . ;.... V .;  i:.;-. .-
Parliamentary Committee of the ■
;• Co-operative Union ; , :
Socialist Medical Association 
J, (Ophthalmic Group)
Society o f  Opticians . .  . .
Scottish National Committee of 
. ■ Ophthalmic Opticians . . .  v;
" L'ri:;-.-, .
Sécréta!^, Association o f Optical 
Practitioners ........  ..............
Staff Side 
ASTMS .. . .
COHSE •• ■; ’• •
Pharina&uticai Standing Committee 
(Scotland) : . . .
Company Chemists’ Association Ltd 
















13. Professional and Technical Council *A*
Management Side = ..
Regional Health Authorities. . . .  4 . Association o f Climcal Biochemists 1
Area Health Authorities . .  6 \y ^ A S T M S  ; - 2
Scottish Health Authorities . . 3 /British Association o f Occupational
Welsh Health Authorities . .  1 ' /Therapists . : ........................... 2
DHSS 3 ; ; f British Dietetic Association 1•• •• •• ••
SHHD . .  ........................... . .  1 British Orthoptic Society 1
Welsh O f f ic e ........................... . .  1 .' Chartered Society o f Physiotherapy.. 4
COHSE .:  . .  . . . 2
■ 19 / Hospital Physicists’ Association ‘ 1
of whom
2 are officers o f AHAs
. T---- NALGO . . 2
: NUPE . . . .  ............................ 2
; Society o f Chiropodists . . . 1
/.Society of Radiographers . . .  
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;14. Professional and Technical CouncQ "B’ 
Management Side 
Regional Health Authorities.. ■ . . 5
Area Health Authorities \ 6
Boards of Governors . .  . .  . . .  : 2
Scottish Health Authorities . . . . . .  - . 3
Welsh Health Authorities . .  . .  : '1
DHSS . .  3
SHHD • . .  1
Welsh Office .;  = . .  . .  ' . .  I
of whom .. : -
1 is an officer of an RHA 
3 are officers of AHAs 
1 is a District officer 
1 is an officer of a Health Board
22
. National Union of Gold, Silver and 
1  Allied Trades
Union of Shop Distributive and ' L.,. 
/  Allied Workers
Association of Building Technicians
M 3
x<.\3 
/ I / -  




1. NHS Maintenance Staff. : /  ;..  ̂  ̂ Lr.4-y.' :
The DHSS, SHHD and the Welsh Office, in consultation with health authorities, negotiate 
directly with the National Officers of the recognised Trade Unions representing craftsmen and 
certain semi-skilled operatives working in the NHS. There is no written constitution for this 
machinery. ' >
2. Family Practitioner Services. 1 . ' j  : , -. .
The family practitioner services are provided by doctors, dentists, pharmacists and opticians 
who are independent contractors and not employees. Negotiations are conducted directly by 
DHSS, SHHD and Welsh Office with representatives of the profession concerned, at meetings 
appropriately constituted for the purpose concerned.
A ppendix (3 )
COMPARISON OF DAYS LOST THROUGH STRIKE ACTION IN THS NHS WITH THE 
WORKSFORCE AS A WHOLE GREAT BRITAIN 1966-1977


















AVERAGE NO OF 




1966 728,838 2 500 500 0 .6 9 100.0
1967 753,486 1 78 200 0 .27 124.7
1968 761,747 1 80 80 0 .1 1 211.4
1969 778,998 8 2500 7000 8 .99 309.1
1970 792,307 5 1300 6700 8 .4 6 499.2
1971 799,673 6 2900 4700 5 .88 625.9
1972 831,753 4 9700 9800 117.8 1104.3
1973 843,119 18 5900 29800 353.5 324.4  V
1974 859,468 18 4070 23000 26.84 661.5
1975 910,068 19 6000 20000 21.88 270.6
1976 954,877 15 4440 15000 15.86 149.3
1977 970,900 21 2970 8200 8 .44 448.0
(ROYAL COMMISSION ON THE NATIONAL HEALTH SERVICES 1979)
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Do COT R e g io n a l  A c lu un iia tra to r ,
ARR/LRGPMm^TS FOR ilONITORIRG- THE RIIS IimUSï'Rl/LD lŒIjATIORG GDIMATE
You v ; i l l  r e c a l l  t h a t  \;e p ro p o se d  t o  d i s c u s s  w i th  R e g io n a l  P e r s o n n e l  
O f f i c e r s  t h e  c e tah J .is ru io n t  o f  an  in f o r r a 1 ; io n  syskcLi f o r  iiiGii.ito r i jp ;  
t h e  c l i n a t o  o f  i n d u s t r i a l  r e l a t i o n s  w i t h i n  t h e  KIIS. Such i n f o r r a t i c n  
would be  o h ; rc ic e ly  v a lu a b le  t o  M i n i s t e r s  and t o  management a t  a i l  
le v e lsV  not- l e a s t  b e c a u se  i t  would f a c i l i t a t e  t h e  i d e n t i f i c a t i o n  a t  
r j i  e a r l y  s t a g e  o f  g e n e r a l  t r e n d s  w hich n i g h t  be  s u s c e p t i b l e  t o  
r e m e d ia l  a c t i o n .  At p r e s e n t ,  t h i s  i n f o r m a t i o n  q u i t e  s im p ly  i s  n o t  
a v a i l a b l e  i n  a s u f f i c i e n t l y  co m p reh en s iv e  f c r o ,  e i t h e r  n a t i o n a l l y  
n o r  r e g i o n a l l y .  The D epartm ent o f  Eaployraent do o f  c o u r s e  c o l l e c t  
s t a t i s t i c s  a b o u t  m a jo r  s to p p a g e s ,  w i th  t h e  r e s u l t s  i n d i c a t e d  i n  t h e  
Anne:: t o  t h i s  l e t t e r :  b u t  on a c c o u n t  o f  t h e  somewhat h a p h a z a rd  way 
i n  w hich  t h e s e  f i g u r e s  o re  n o t i f i e d  to  DE, t h e i r  r e l i a b i l i t y  must 
be open t o  d o u b t .
When wo d i s c u s s e d  t h i s  m a t t e r  w i th  RPOs on 18 îiay , t h e y  s a i d  th e y
would welcome on a p p ro a c h  from  t h e  D e p a r b re n t ,  and th e y  a sk ed  t h a t
t h e r e  sh o u ld  be a  " fee d b ac k "  o f  t h e  n a t i o n a l  p i c t u r e  t o  R e g io n s .
A c c o rd in g ly ,  I  am w r i t i n g  t o  s u g g e s t  t h a t  fo rm  i n  w hich  t h i s
in f o r m a t io n  -  b o th  s t a t i s t i c a l  and n a r r a t i v e  -  sh o u ld  be r e p o r t e d
-,
each  q u a r t e r .
1 . A s t a t i s t i c a l  r e t u r n ,  a s  a t t a c h e d ,  w h ich  r e p o r t s  t h e  
cod;ent o f  s to p p a g e s  d u r in g  t h e  p r o c e e d in g  t h r e e  m ontiis.
F o r  t h e s e  p u rp o s e s  we have ad o p ted  t h e  D epartm en t o f  
Employment d e f i n i t i o n ,  i o  s to p p a g e s  i n v o lv i n g  t e n  c r  more 
em ployees and l a s t i n g  24- h o u rs  o r  m o re , o r  any  i n  which 
t h e  a g g re g a te  number o f  m an-days l o s t  i s  o v e r  100.
2. Any a d d i t i o n a l  i n f o r m a t io n  ab ou t any  s to p p a g e s  ( o f f i c i a l
o r  u n o f f i c i a l )  in v o lv in g  few er t l iu n  t e n  em ployees o r  
which l a s t e d  f o r  l e s s  ilian  24 liours  ; o r  abc-ut any o t h e r  
i n t e r r u p t i o n s  ( c f f i c i a l :  o r  u n o f f i c i a l )  t o  norm al worki ngg
e . g .  go~e;low; o v e r t im e  b a n s  ; w o r k - t o - t u l c  ; s i t u a t i o n s
wlicre th .erc  a r e  s i g n i f i c a n t  i m p l i c a t i o n s  f o r  p a r t i c u l a r  
s e r v i c e s  and fo e  t iie  Rita (g ji .e ra ily ..  -
A b r i e f  n a r r a t i v e  im p r e s s io n  o f  t h e  i n d u s t r i a l  
r e l a t i o n s  c l i m a t e  w i t h i n  t h e  R eg ion  d u r in g  t h e  
q u a r t e r  u n d e r  r e v ie w ,  T h is  sh o u ld  i n c l u d e  
c o v e ra g e  o f  any c o n f l i c t  b e tw ee n  s t a f f  o r g a n i s a t i o n s  
t h a t  a r e  a f f i l i a t e d  t o  t h e  TUG and t h o s e  t h a t  a r e  
n o t .
I
I f  you  a g r e e ,  I  s u g g e s t  t h i s  p r o c e d u r e  sh o u ld  b e  a d o p te d  a s  from 
1 O c to b e r  1978- T hus, t h e  f i r s t  r e p o r t s  -  w hich  sh o u ld  be  s e n t  
t o  l i r  R K W estbrook (Hoorn 4 2 0 , F r i a r s  House) -  would c o v e r  t h e  
p e r i o d  O c to b e r  -  December 1978 and sh o u ld  be  s u b m i t te d  by  end- 
J a n u a r y  1979. G iven t h e  t i m e l y  s u b m is s io n  o f  R e g io n a l  r e p o r t s  
we would hope t o  be  a b le  t o  i s s u e  a  n a t i o n a l  summary b y  end -  
F e b r u a r y  1979*
One l a s t  p o i n t :  i n  t h e  c a s e  o f  m a jo r  i n d u s t r i a l  d i s p u t e s ,  t h e  
r e p o r t i n g  a r ra n g e m e n ts  s e t  o u t  i n  t h e  P ro c e d u re  N ote  I  s e n t  you 
i n  F e b r u a r y  w i l l  c o n t in u e  t o  a p p ly .
T h is  l e t t e r  i s  c o p ie d  t o  t h e  S e c r e t a r i e s  o f  t h e  B oards  o f  G o v e rn o rs ,  
w i t h  t h e  r e q u e s t  t h a t  t h e y  t o o  s h o u ld  send  l i r  W estbrook  q u a r t e r l y  
re t iu ? n s  on t h e  b a s i s  s u g g e s t e d .
Y ours s i n c e r e l y
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NOTES FOR RHA AND AHA MIMBERS OW THE PERSONNEL FUNCTION
(T h is  p a p e r  b r in g s  t o g e t h e r  some m a t e r i a l  -  o r i g i n a l l y  
p re p a re d  f o r  o th e r  p u rp o se s  -  w h ich  may h e lp  members a p p r e c i a t e  
th e  p e r s o n n e l  n e ed s  o f  th e  NHS and in  p a r t i c u l a r  th e  s p e c i a l  
p a r t  w h ich , in  th e  D e p a rtm e n t’ s v ie w , mem bers sh o u ld  p la y  in  
t h i s  f i e l d . )
I  THE STAFF OF THE NHS
1 • Members w i l l  know th e  d i f f e r e n t  b a c k g ro u n d s  o f  th e  s t a f f  o f  
th e  new H e a l th  A u t h o r i t i e s ,  t h e  g r e a t  m a j o r i t y  o f  whom come 
from  th e  h o s p i t a l  s e r v i c e :  th e y  w i l l  know t h e r e  i s  some u n e ase
among l o c a l  a u t h o r i t i e s ’ s t a f f  a t  th e  p r o s p e c t  o f  a  " h o s p i t a l  
t a k e  o v e r " .  I t  i s  th u s  m ost im p o r ta n t  t o  make i t  c l e a r  from  
th e  e a r l i e s t  s ta g e  t h a t  t h i s  i s  an  i n t e g r a t e d  s e r v i c e ,  and 
in d e e d  many o f  t h o s e  now com ing u n d e r  th e  same p a y m a s te r  w i l l  
have  b e en  c o l l a b o r a t in g  w i th  e a c h  o th e r  u n d e r  d i f f e r e n t  
s t a t u t o r y  a rra n g e m e n ts  f o r  y e a r s ;  b u t  i t  w i l l  n e v e r t h e l e s s  
t a k e  acme tim e  f o r  s t a f f  t o  r e a l i s e  t h a t  th e y  a r e  a l l  p a r t  o f 
one s e r v i c e .  T h is  i s  so  im p o r ta n t  t h a t  A u t h o r i t i e s  need  to  
d e v is e  ways and means o f  d e m o n s tra t in g  t h a t . t h i s  i s  a  r e a l i t y  
e .g .  by  th e  c o n s c io u s  s h a r in g  o f  f a c i l i t i e s ,  by  a r r a n g in g  
s o c i a l  f u n c t io n s  w hich  d e m o n s tra te  th e  f u l l  i n t e g r a t i o n  o f  th e  
s e r v i c e ,  a s  w e l l  a s  in  any  s p e e c h e s .  C .P . th e  way E isenhow er 
w elded  th e  a l l i e d  h ig h  commands t o g e t h e r .  We s h a l l  lo o k  to  
th e  S t a f f  Com m ission and th e  new N a t io n a l  S t a f f  C om m ittees 
fo resh ad o w ed  in  p a ra g ra p h  150 o f  th e  W hite  P a p e r  t o  recommend 
p ro m o tio n  and a p p o in tm e n t a r ra n g e m e n ts  w h ich  w i l l  be  a c c e p te d  
a s  f a i r  t o  a l l  s t a f f  w h a te v e r  t h e i r  b ack g ro u n d  -  and w hich  
w i l l  l i n k  up w i th  s t a f f  d ev e lo p m en t program m es some o f  w hich  
a r e  a l r e a d y  in  p r o g r e s s .
2 . NHS R e o r g a n is a t io n  p r o v id e s  an  im p o r ta n t  o p p o r tu n i ty  f o r  
c a r r y in g  f u r t h e r  th e  p r o g r e s s  to w a rd s  b e t t e r  p e r s o n n e l  
m anagem ent. A m a jo r c i r c u l a r  on " O r g a n is a t io n  f o r  P e r s o n n e l  
M anagem ent" i s  p la n n e d  f o r  i s s u e  in  t h e  Autumn, we hope t h a t  
t h i s  w i l l  p ro v id e  some h e lp  i n  s u g g e s t in g  f l e x i b l e  a rra n g e m e n ts  
f o r  m aking th e  b e s t  u se  o f  s t a f f  i n  s e t t i n g  up m odem  p e rs o n n e l  
d e p a r tm e n ts  and th e  r i g h t  d i s t r i b u t i o n  o f  work be tw een  th e  
d i f f e r e n t  l e v e l s  o f  a u t h o r i t i e s ;  b u t  o f  c o u rs e  p e r s o n n e l  i s  
much m ore th a n  a  m a t te r  o r  o r g a n i s a t i o n ,  and th e  c i r c u l a r  w i l l  
make t h i s  c l e a r .  T here  a r e  t h r e e  m ain l i n e s  on w hich  we need 
t o  a d v a n c e : -
a .  a p p r e c i a t i o n  by l i n e  m anagers o f  t h e i r  r o l e  in  
p e r s o n n e l  m anagem ent, and  u n d e r s ta n d in g  o f  how 
to  c a n y  o u t t h a t  r o l e ;
b .  p r o v i s io n  o f  g r e a t e r  e x p e r t i s e ,  i . e .  p r o p e r ly  
t r a i n e d  s t a f f  i n  p e r s o n n e l  d e p a r tm e n ts ;
c .  th e  d ev e lo p m en t o f  l i a i s o n  b e tw e e n  l i n e  m anagers 
and  P e rs o n n e l  so  t h a t  th e  fo rm e r  u n d e r s ta n d  w hat 
th e  l a t t e r  can  do -  and s h o u ld  do -  f o r  them .
3 . Bach o f  t h e s e  c a l l s  f o r  some e x p a n s io n ;-
On a . ,  some l i n e  s t a f f  do n o t  y e t  have  an  a d e q u a te  
c o n c e p t o f  t h e i r  r o l e  a s  m anagers o f  r e s o u r c e s ,  l e t  
a lo n e  t h e i r  r e s p o n s i b i l i t y  to w a rd s  t h e i r  s t a f f :  a t
t h e  w o rs t  th e y  r e g a r d  t h e  im m ed ia te  p r o f e s s i o n a l  o r  
t e c h n i c a l  t a s k  a s  p a ra m o u n t, and  ig n o re  b o th  t h e  im­
p a c t  i t  may have on o th e r  p a r t s  o f  t h e  o r g a n i s a t i o n ,  
an d  th e  v a lu e  and c o s t  o f  th e  t a s k  i n  r e l a t i o n  to  
o t h e r s .  T h e re  i s  a  n e ed  t o  d e v e lo p  t h i s  a w a re n e s s , 
and  m anagem ent c o u rs e s  sh o u ld  h e lp  to  b r in g  t h i s  a b o u t.  
T h e re  i s  a l s o  a  n eed  f o r  S e n io r  s t a f f  to  become much 
m ore c o n s c io u s  o f  th e  im p o r ta n c e  o f  t h e i r  p ro p e r  
r e l a t i o n s h i p  w ith  t h e i r  j u n i o r s .  M anagers have  a  
m a jo r  p a r t  to  p la y  i n  c a r e e r  c o u n s e l l in g ,  s t a f f  
a p p r a i s a l  and d e v e lo p m e n t. A l t h o u ^  th e  " f l i e r s "  may 
b e  a b le  t o  lo o k  a f t e r  th e m s e lv e s  th e y  to o  w i l l  some­
t im e s  n e ed  t o  be  s in g l e d  o u t f o r  s p e c i a l  e x p e r ie n c e  
w h ich  w i l l  b r in g  o u t  t h e i r  q u a l i t i e s :  t h o s e  who a r e
n o t  " f l i e r s "  a r e  e v e ry  b i t  a s  im p o r ta n t  and  may n e ed  
much more u n d e r s ta n d in g  g u id a n c e .
On b . , i t  i s  n e c e s s a ry  f o r  t h e  w ork o f  th e  m odern 
p e r s o n n e l  o f f i c e r  t o  be  a c c e p te d  a s  r e q u i r i n g  a s  much 
p r o f e s s io n a l i s m  a s  do o th e r  d i s c i p l i n e s .  T h is  p ro ­
f e s s i o n a l  a p p ro a c h  i s  how ever c o m p a ra t iv e ly  s p e a k in g  
new and i t  may be some y e a r s  b e fo r e  a l l  th e  P e r s o n n e l  
S t a f f  a r e  t r a i n e d  t o  th e  l e v e l  we e x p e c t .  C hairm en 
c a n  a s s i s t  th e  d ev e lo p m en t o f  t h i s  s i d e  o f  th e  s e r v i c e  
by  e n s u r in g  t h a t  P e r s o n n e l  s t a f f  a r e  p r o p e r ly  c o n s u l te d  
on  a l l  m a t te r s  h a v in g  s t a f f  i m p l i c a t i o n s .  A l o t  o f
(
3 .
u s e f u l  t r a i n i n g  i s  a l r e a d y  b e in g  done in c lu d in g  s p e c i a l l y  
a r ra n g e d  c o u rs e s  w hich  o v e r 300 s t a f f  in  th e  e x i s t i n g  
th r e e  p a r t s  o f  th e  s e r v i c e  w i l l  have  a t te n d e d  b e f o r e  
n e x t  A p r i l ,  and t h i s  w i l l  c o n t in u e .  In  p r e s e n t  
c ir c u m s ta n c e s  i t  i s  c l e a r  t h a t  in  s e l e c t i n g  a  p e rs o n n e l  
o f f i c e r  a  g r e a t  d e a l  o f  w e ig h t h a s  t o  be  p la c e d  on h i s  
c h a r a c t e r ,  i n t e l l e c t ,  t r a i n i n g  and e x p e r ie n c e .  A 
p o in t  w hich  may be w o rth  m e n tio n in g  in  t h i s  c o n n e c tio n  
i s  t h a t  we do n o t  v iew  NHS P e r s o n n e l  w ork a s  a  c lo s e d  
f i e l d :  we w ant t o  s e e  p e o p le  who have  had e x p e r ie n c e  in
P e r s o n n e l  m oving i n to  to p  m anagem ent p o s t s ,  j u s t  a s  some 
p e o p le  w i l l  move o u t o f  Management i n to  P e r s o n n e l ,  
w h e th e r  f o r  p a r t  o f  t h e i r  c a r e e r  o r  o th e r w is e .
On c . , we m ust r e c o g n is e  t h a t  in  th e  NHS h i t h e r t o  
P e r s o n n e l  h a s  n o t  been  s u f f i c i e n t l y  e s te e m e d . In  th e  
f u t u r e  a  c h i e f  a d m i n i s t r a t o r  m ust e x p e c t t o  c o n s u l t  h i s  
p e r s o n n e l  o f f i c e r  a b o u t th e  a v a i l a b i l i t y  o f  s t a f f  t o  
u n d e r ta k e  a  r e q u i r e d  t a s k ,  t o  a s k  him t o  p r e p a r e  a  
fo rw a rd  manpower b u d g e t,  t o  a d v is e  him  on ( o r  d e a l  w ith )  
an  i n d u s t r i a l  r e l a t i o n s  p rob lem  and t o  r e g a rd  him  a s  an 
im p o r ta n t  a r c h i t e c t  and i n i t i a t o r  o f  o r g a n i s a t i o n a l  
c h a n g e . C le a r ly  t h i s  w i l l  t a k e  tim e  and w i l l  depend 
b o th  upon th e  q u a l i t y  o f th o s e  who f i l l  th e  p e r s o n n e l  
p o s t s ,  t h e i r  e x p e r ie n c e  and t h e i r  t r a i n i n g .  P e r s o n n e l  
Management i s  n o t  so m eth in g  done o n ly  by  P e rs o n n e l  
O f f i c e r s  -  l i n e  management h a s  th e  f i n a l  r e s p o n s i b i l i t y  
and l i n e  m anagers a r e  r e s p o n s ib l e  f o r  m ost o f  th e  
p e r s o n - to - p e r s o n  a c t i v i t y  -  P e r s o n n e l  can  p ro v id e  an 
e s s e n t i a l  s u p p o r t in g  s e r v i c e .  T h is  s e r v ic e  may be 
p a r t l y  e x e c u t iv e ,  p a r t l y  c o n s u l t a t i v e  and sh o u ld  in  
a d d i t i o n  be  a b le  t o  g iv e  i n d iv i d u a l s  c o u n s e l l in g  on 
m a t t e r s  n o t f a l l i n g  w i th in
th e  s p h e re  o f  l i n e  m anagem ent.
I I  TRAINING
4 . An im p o r ta n t  p a r t  o f  p e r s o n n e l  work i s  e d u c a t io n  and 
t r a i n i n g .  H ere  one can  d i s t i n g u i s h  t h r e e  m ain  c a t e g o r i e s .  
F i r s t ,  V o c a t io n a l  T r a in in g ;  t r a i n i n g  in te n d e d  p r i m a r i l y  
t o  e q u ip  p e o p le  f o r  s p e c i f i c  jo b s  -  th e  w hole ra n g e  fro m  
p r o f e s s i o n a l  and  t e c h n i c a l  t o  t e a c h in g  p o r t e r s  how t o  
l i f t  p a t i e n t s .  S e c o n d ly , and com plem en tary  t o  t h i s ,  we 
n e ed  m anagem ent e d u c a t io n :  b o th  l in k e d  t o  t h e  w ork of 
o c c u p a t io n a l  g ro u p s ,  and a c r o s s - th e - b o a r d  a c t i v i t i e s  
c o v e r in g  th e  n e e d s  o f  m anaging a  m u l t i - p r o f e s s i o n a l  s e r v i c e .  
F o r  b o th  th e s e  c a t e g o r i e s ,  v o c a t io n a l  t r a i n i n g  and m anage­
m ent t r a i n i n g ,  we can  and m ust p la n  a h e a d , d e c id e  on 
t r a i n i n g  p a t t e r n s  and t r a i n i n g  l a d d e r s ,  g e a r e d  t o  f i t  t h e  
o t h e r  p e r s o n n e l  p a t t e r n s ,  r e c r u i tm e n t  and p ro m o tio n  and
so  on and d e p lo y  o u r  t r a i n i n g  s t a f f  and o t h e r  t r a i n i n g  
r e s o u r c e s  a c c o r d in g ly .
5 . The t h i r d  c a te g o ry  o f  t r a i n i n g  i s  n o t  so  p r e d i c t a b l e .  
M anagement w i th in  th e  NHS in v o lv e s  f r e q u e n t ,  o r  ev en  con­
t in u o u s ,  m anagem ent o f  c h an g e , and t r a i n i n g  can  p la y  a  
d i r e c t  p a r t  i n  h e lp in g  l i n e  m anagem ent h e r e .  R e a l  im p ro v e ­
m en ts  i n  th e  s e r v i c e  to  p a t i e n t s  o r  in d e e d  i n  g e n e r a l  o r ­
g a n i s a t i o n ,  c an  r a r e l y  be  b ro u g h t a b o u t by d i r e c t i v e s  
a lo n e .  E v e ry  change from  th e  r e o r g a n i s a t i o n  o f  t h e  NHS
t o ,  s a y , a  new sy s tem  f o r  s t e r i l e  s u p p l i e s  i n  one h o s p i t a l ,  
demands new k n o w led g e , s k i l l s  and a t t i t u d e s  from  s t a f f  -  
and th e  a t t i t u d e  t o  th e  change  i s  p e rh a p s  t h e  m ost im p o r ta n t .
6 . We a re  a l l  s u f f i c i e n t l y  a c q u a in te d  w i th  t h e  NHS t o  
know t h a t  so f a r  m ost o f  o u r  e f f o r t  h a s  b e e n  d e v o te d  to  
th e  f i r s t  o f  th e s e  c a t e g o r i e s  -  v o c a t io n a l  t r a i n i n g ,  and 
t h i s  i s  l i k e l y  t o  re m a in  th e  b ig g e s t  s i n g l e  e le m e n t .
Much o f th e  p r o f e s s i o n a l  t r a i n i n g  i s  e x c e l l e n t  b u t  t h e r e  
a re  a  few g a p s  and a ls o  a  few  d e f e c t s :  i n s u f f i c i e n t  co ­
o r d in a t io n  b e tw ee n  th e  p r o v i s io n  f o r  d i f f e r e n t  s t a f f  g ro u p s , 
be tw een  d i f f e r e n t  p a r t s  o f  th e  NHS, and b e tw een  th o s e  
r e s p o n s ib le  f o r  e d u c a t io n  and  th o s e  r e s p o n s i b l e  f o r  s e r v i c e  
to  th e  p a t i e n t .  P r o f e s s io n a l i s m  h a s  b een  p a r t l y  r e s p o n s ­
i b l e  f o r  t h i s  s i t u a t i o n ,  b u t  o u r  o r g a n i s a t i o n a l  and  
m anagem ent a rra n g e m e n ts  m ust t a k e  some s h a r e  o f  t h e  r e s p o n s -
i b i l i t y .  T h e re  h a s  a l s o  b e e n  a  v e ry  u n ev en  s p r e a d  o f  
r e s o u r c e s .  In d e e d  t h i s  d o e s  n o t  o n ly  r e l a t e  t o  th e  
v o c a t i o n a l  t r a i n i n g .
7 . On t h e  m anagem ent e d u c a t io n  s i d e ,  members th e m s e lv e s  
w i l l  w ish  to  b e  c lo s e l y  in v o lv e d  i n  p ro m o tin g  t h e  d e v e lo p ­
m ent o f  t h e  p e r s o n n e l  i n  t h e i r  s e r v i c e .  D ot o n ly  i s  i t  
im p o r ta n t  f o r  t im e  t o  be g iv e n  to  su c h  w ork b u t  ev en  m ore 
im p o r ta n t  t h a t  th e y  s h o u ld  be  s e e n  by  th e  s t a f f  t o  be  
a c t i v e  i n  t h i s  s p h e r e .  A l l  th o s e  who a r e  e x p e r t  i n  m anage­
m ent w i l l  b e  aw are  t h a t  th e  to p  p e o p le  i n  a n  e n t e r p r i s e  
s h o u ld  b e  a s  c o n c e rn e d  a b o u t t h e  m anagem ent d ev e lo p m en t
o f  p e o p le  a s  th e y  w ould be  a b o u t d e v e lo p in g  new sy s te m s  
o f  c a r e  o r  p la n n in g  and e r e c t i n g  new b u i l d i n g s .  The t a s k s  
i n  th e  new HHS w i l l  be  g r e a t  and i n  o r d e r  t o  c a r r y  them  
o u t  t h e r e  m ust b e  a v a i l a b l e  a  s u p p ly  o f  p e o p le  o f  t h e  r i g h t  
q u a l i t y  i n  th e  r i g h t  num bers r e c r u i t e d  and  s y s t e m a t i c a l l y  
t r a i n e d  t o  m ee t d e v e lo p in g  n e e d s .  The l a c k  o f  s t a f f  who 
c a n  o p e r a te  e f f e c t i v e l y  i n  m odern m anagem ent sy s te m s  w i l l  
i t  i s  w e l l  known p ro v e  a  g r e a t e r  o b s t a c l e  to  m e e tin g  ob­
j e c t i v e s  th a n  ev en  s h o r ta g e  o f  money.
8 . The p e r s o n a l  in v o lv e m e n t o f  members i n  t h e  dev e lo p m en t 
o f  s t a f f  c o u ld  ta k e  a  v a r i e t y  o f  fo rm s * We u rg e
t h a t  in  a l l o c a t i n g  y o u r
tim e  you  s h o u ld  g iv e  due a t t e n t i o n  to  th e  g e n e r a l  p e r s o n n e l  
s i t u a t i o n  i n  y o u r  r e g io n s .  I t  h a s  b e e n  t h e  p r a c t i c e  f o r  
many members t o  m eet s t a f f  a s  th e y  v i s i t  a ro u n d  t h e i r  r e g io n s  
and t h a t  i s  a  v e ry  u s e f u l  way o f  f i n d in g  o u t how p e o p le  
a r e  g e t t i n g  on  b u t  i t  w ould  b e  a d v a n ta g e o u s  i f  su c h  v i s i t s  
w ere  d i r e c t e d  s a y  to  a  s p e c i f i c  p u rp o se  su c h  a s  t a l k i n g  t o  
young p e o p le  i n  a  p a r t i c u l a r  o c c u p a t io n a l  g ro u p  o r  t o  g ro u p s  
o f  s t a f f  a t  s p e c i f i e d  p o i n t s  i n  t h e i r  c a r e e r s .  T h e re  a re  
N a t io n a l  S t a f f  C om m ittees w h ich  a r e  c o n c e rn e d  w i th  v a r io u s  
a s p e c t s  o f  r e c r u i tm e n t  and c a r e e r  d ev e lo p m en t o f  a d m in is ­
t r a t i v e  and  c l e r i c a l  s t a f f  and  n u r s e s  and  m idw ives c u r r e n t l y  
a d v is in g  t h e  S e c r e t a r i e s  o f  S t a t e  f o r  S o c i a l  S e r v ic e s  and  
f o r  W ales . Some o f you . w i l l  know t h a t  a  fo rm e r  C hairm an 
o f  a  H o s p i t a l  B o a rd , Dame I s a b e l  Graham B ryce  i s  th e  
C hairm an o f  th o s e  tw o i n t e r i m  C o m m itte e s . S i m i la r  C om m ittees 
f o r  o th e r  g ro u p s  o f  s t a f f  and a. NHS T r a in in g  C o u n c il w i l l  
be s e t  up  so  a s  t o  p ro v id e  a  co m p reh en s iv e  and  c o - o r d in a te d
p e rs o n n e l  s e r v i c e  a s  was i n d ic a te d  in  p a ra g ra p h  150 o f 
th e  W hite P a p e r ,  We w i l l  lo o k  t o  a u t h o r i t i e s  t o  s u p p o r t  
t h e  p o l i c i e s  o f  such  n a t i o n a l  b o d ie s  and t o  i n t e r p r e t  them  
in  c o n s t r u c t iv e  w ays. T here  w i l l  f o r  i n s t a n c e  be s t a f f  
r e p o r t i n g  sy s te m s t h a t  w i l l  a p p ly  to  l a r g e  num bers o f  
s t a f f  and w hich  w i l l  h e lp  to  i d e n t i f y  th e  " f l y e r s "  and 
t o  p ro v id e  th e  bones on w hich  th e  f l e s h  o f  a  m anagem ent 
t r a i n i n g  programme sh o u ld  be b u i l t .
9 . The pay  o f f  from  th e  c o n s id e r a b le  in v e s tm e n t  th e  
D epartm en t and H e a lth  A u th o r i t i e s  w i l l  b e  m aking in  m anage­
m ent e d u c a t io n  i s  a n o th e r  o f  th e  m a t t e r s  in  w h ich  we hope 
members w i l l  i n t e r e s t  th e m s e lv e s .  T here  a r e  a  l a r g e  num ber 
o f  p o ly te c h n ic s  and some 6 o r  7 u n i v e r s i t i e s  a s  w e l l  a s  ^
th e  M a n ch e s te r  and London B u s in e s s  S c h o o ls  and th e  S t a f f  
C o lle g e  a t  H en ley  w hich  p ro v id e  o f f  t h e  jo b  c o u r s e s .  We 
have le a rn e d  a  c e r t a i n  amount a b o u t t h e  im provem en ts we 
sh o u ld  s e e k  t o  make in  management e d u c a t io n  and p u t  b r i e f l y  
th e y  a l l  s p e l l  o u t th e  m essage  t h a t  th e  to p  p e o p le  m ust 
i n t e r e s t  th e m se lv e s  in  t h e  s u b je c t  i f  t h e  r e s u l t s  in  te rm s  
o f im p ro v in g  th e  work o f  M anagers a r e  t o  be  f a v o u r a b le .
The N a t io n a l  S t a f f  C om m ittees t o  w h ich  I  have  r e f e r r e d  
p la y  a  m a jo r  r o l e  in  recom m ending th e  m ain  o u t l i n e s  o f  
o u r en d ea v o u r in  m anagem ent e d u c a t io n  and members m ig h t 
r e a s o n a b ly  a s k  w h e th e r th e y  w i l l  have th e  a id  o f  s i m i l a r  
b o d ie s  a t  o th e r  l e v e l s .  The s u b je c t  i s  a  com plex one 
in v o lv in g  a s  i t  m ust a  c o n s id e r a t io n  o f  c o n s u l t a t i v e  (
m ac h in e ry  from  th e  o p e r a t io n a l  l e v e l  th ro u g h  th e  A rea and 
R e g io n a l l e v e l s .  T h is  i s  a  m a t t e r  on w h ich  we s h a l l  be  
fo r m u la t in g  p ro p o s a ls  and on w h ich  we s h a l l  be  s e e k in g  a d v ic e .  
I t  i s  a p p r o p r i a te  in  c o n s id e r in g  th e  p e r s o n n e l  f u n c t io n  
t o  r e c o g n is e  c l e a r l y  th e  m a jo r  p o i n t s  o f in v o lv e m en t i e  
t h a t  a u t h o r i t i e s  and t h e i r  team s o f  o f f i c e r s  a t  e ac h  l e v e l  
m ust be a c t i v e l y  c o n ce rn e d  in  d e v e lo p in g  s t a f f  w h i l s t  t h e  
s t a f f  th e m se lv e s  sh o u ld  be a  p a r ty  t o  su c h  e n d e a v o u rs .
1 0 . T h e re  h a s  b een  an  in c r e a s in g  eind welcome im provem ent 
i n  th e  a t t e n t i o n  g iv e n  to  th e  p r e v io u s ly  n e g le c te d  f i e l d
o f  th e  p e r s o n n e l  f u n c t io n .  We have u rg e d  t h a t  you m a in ta in  
and  p rom ote t h e s e  d e v e lo p m e n ts  a l th o u g h  we a p p r e c i a t e  t h a t  
fu n d s  w i l l  a lw ays b e  l i m i t e d  and th e  demands on r e s o u r c e s  
w i l l  c o n s t a n t l y  i n c r e a s e .  We b e l i e v e  how ever t h a t  now adays 
we do n o t  have  t o  make a  c a se  f o r  a  s h a r e  o f  r e s o u r c e s  f o r  
d e a l in g  w ith  th e  r e c r u i tm e n t ,  t r a i n i n g  and  d ep lo y m en t o f  
s t a f f .  We a r e  c o n f id e n t  t h a t  you w i l l  s e e  t h a t  su c h  work 
i s  c o n s id e re d  am ongst t h e  h ig h  p r i o r i t i e s .  I n  a l l  t h i s  
we a sk  t h a t  you s h o u ld  e n s u re  t h a t  t h e  e f f o r t  t o  d e v e lo p  
s t a f f  i s  c o - o r d in a te d  a t  r e g i o n a l  l e v e l  a s  i t  w i l l  b e  a  
n a t i o n a l  l e v e l .  We hope t o  p ro d u ce  p r o p o s a ls  t h a t  a p p ly  
t o  m ore th a n  one o c c u p a t io n a l  g ro u p  o f  s t a f f  and  we lo o k  
t o  you to  p rom ote  a  f u l l y  c o - o r d in a te d  e f f o r t .
1 1 . The t h i r d  s o r t  o f  t r a i n i n g ,  t r a i n i n g  f o r  c h a n g e , i s
a  n ew er i d e a ,  b u t  t h e r e  a r e  some im p o r ta n t  r e c e n t  exam ples 
i n  th e  HHS. Some o f  you w i l l  r e c a l l  f o r  i n s t a n c e  t h e
im p a c t t h a t  i s  b e in g  f e l t  i n  t h e  m e n ta l h a n d ic a p  f i e l d  
from  th e  a c t i v i t i e s  o f  th e  T r a in in g  P r o j e c t  O f f i c e r s  whose 
s p e c i f i c  jo b  was to  s e e  t h a t  th e  change o f  p o l i c y  on 
p a t i e n t  c a r e  a g re e d  a t  h ig h  l e v e l  w ere u n d e rs to o d  and 
a c c e p te d  by  th e  p e o p le  \dio w ere  a c t u a l l y  p ro v id in g  p a t i e n t  
c a r e  a t  g r a s s - r o o t s  l e v e l .  A m a jo r t r a i n i n g  program m e i s  
well underw ay on NE3 r e o r g a n i s a t i o n  i t s e l f :  a p a r t  from  th e
n a t i o n a l  i n t e g r a t i o n  c o u r s e s ,  c o v e r in g  to p  m a n a g e r ia l  s t a f f  
from  a l l  d i s c i p l i n e s  and p a r t s  o f  th e  HHS, t h e r e  a r e  th e  
com plem en ta ry  R e g io n a l  program m es b e in g  a r ra n g e d  by  J o i n t  
L ia is o n  C om m ittees, many o f  w h ich  you y o u r s e lv e s  w i l l  h ave  
b e e n  co n ce rn e d  w i th ;  s p e c i a l  se m in a rs  a re  b e in g  a r r a n g e d  
f o r  c o n s u l t a n t s  and g e n e r a l  m e d ic a l p r a c t i t i o n e r s ;  and 
a s  you  know th e  p r e s e n t  s e r i e s  o f  s h o r t  s e m in a rs  f o r  RAA 
and AHA members a t  th e  u n i v e r s i t y  and o t h e r  e d u c a t io n  
c e n t r e s  w i l l  b e  fo l lo w e d  by somewhat s i m i l a r  s e m in a rs  f o r  
y o u r  team s o f  o f f i c e r s  when a p p o in te d .
1 2 . T u rn in g  now t o  th e  f u t u r e  o f  t r a i n i n g ,  th e  f i r s t  n eed  
i s  t o  b u i ld  up  o u r  r a t h e r  weak r e s o u r c e s  i n to  a  good t r a i n ­
in g  s e r v i c e  so  t h a t  a r e a s ,  r e g i o n s ,  and th e  D ep artm en t
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can  make c o m p reh en s iv e  p la n s ,  w i th  a  p r o p e r  c o r r e l a t i o n  
o f  r e c r u i tm e n t ,  t r a i n i n g ,  dep loym en t and c a r e e r  d e v e lo p m e n t, 
b o th  w i th in  and betw een  s t a f f  g ro u p s , In  t h e  know ledge t h a t  
t r a i n i n g  and e d u c a t io n a l  r e s o u r c e s  w i l l  b e  a d e q u a te  t o  m eet 
w h a te v e r  n e ed s  a r e  i d e n t i f i e d .  C h a p te r  15 o f  t h e  W hite 
P a p e r  on NHS R e o r g a n is a t io n  s e t s  o u t t h e  o b j e c t i v e s ;  we 
need  t o  in c lu d e  p e rs o n n e l  and t r a i n i n g  m a t t e r s  a s  m a jo r  
e le m e n ts  in  th e  f u t u r e  p la n n in g , m o n ito r in g  and o th e r  
m anagem ent a r ra n g e m e n ts  f o r  t h e  NHS.
13. The d i v i s i o n s  in  th e  D epartm en t d e a l in g  w i th  p e r s o n n e l  
m a t t e r s  have  b een  c o n s id e r a b ly  s t r e n g th e n e d ,  and w i l l
be com plem ented by  th e  p ro p o se d  e s ta b l is h m e n t  o f  c o m p reh en s iv e  
a d v is o ry  m a c h in e ry , t o  w h ich  we have e a r l i e r  r e f e r r e d .
14 . A p a rt from  th e s e  g e n e r a l  a im s f o r  t h e  f u t u r e ,  we would 
l i k e  t o  s u g g e s t  b r i e f l y  t o  you  two more s p e c i f i c  a im s . They 
a r e  n e i t h e r  o f  them  p a r t i c u l a r l y  o r i g i n a l ,  b u t  I  t h in k  th e y  
a r e  im p o r ta n t .  The f i r s t  i s  t o  g e t  away from  th e  id e a  t h a t  
v o c a t io n a l  t r a i n i n g ,  in  p a r t i c u l a r ,  i s  so m e th in g  t h a t  i s  done 
to  one a t  g r e a t  le n g th  when one s t a r t s  o n e 's  w o rk in g  l i f e ,  
and one i s  th e n  a l l  r i g h t  t o  go on d o in g  th e  same jo b  f o r  th e  
n e x t  f o r t y  y e a r s .  A few  p r o f e s s io n s  h av e  i n s t i t u t e d  
com pu lso ry  r e f r e s h e r  t r a i n i n g ,  e . g .  e v e ry  f i v e  y e a r s ,  f o r  th e  
m id w iv es . But i n c r e a s in g  num bers o f  p e o p le  a r e  g o in g  to  
need r e t r a i n i n g  a l t o g e t h e r  b e c a u se  th e y  w i l l  n o t  be d o in g  
th e  same job  even  in  name f o r  t h e  w hole o f  t h e i r  c a r e e r s .
We w ant a  f l e x i b l e  w ork f o r c e ,  n o t  a  r i g i d  o n e .
15. The second  aim  i s  to  make v e ry  much m ore u se  o f  
t r a i n i n g  and r e l a t e d  s t r a t e g i e s  t o  a s s i s t  th e  i n t r o d u c t i o n  
o f change  -  o u r t h i r d  c a te g o r y  o f  t r a i n i n g .  " R e la te d  
s t r a t e g i e s "  i s  r a t h e r  a  vague p h r a s e ,  b u t  th e  p o in t  i s  t h a t  
t h i s  s o r t  o f  t r a i n i n g  i s  v e ry  c l o s e l y  r e l a t e d  t o  th e  s im p le  
need to  ta k e  s t a f f  i n to  o n e 's  c o n f id e n c e  a b o u t c h a n g e .
For exam ple , o f t e n  w hat i s  needed  i s  a  c o n fe re n c e  o r  s e r i e s  
o f c o n fe re n c e s  w h ich  n o t  o n ly  t e l l s  s t a f f  w hat th e  m anagem ent 
a re  t h in k in g ,  b u t  e q u a l ly  t e l l s  m anagem ent w hat s t a f f  a r e  
th in k in g  and a l lo w s  s t a f f  t o  p a r t i c i p a t e  i n  d ev e lo p m en t 
of new p la n s  and p o l i c i e s .  B o th  th e  D epartm en t and NHS 
a u t h o r i t i e s  have  a  l o t  to  le s irn  in  t h i s  a r e a .
16 . One f i n a l  p o in t  on j o i n t  h e a l t h  and s o c i a l  s e r v i c e s  
t r a i n i n g .  I n  J u ly  a  p i l o t  " b r id g in g  s e m in a r"  was h e ld ,  
th e  o b je c t  o f  w h ich  was t o  b r in g  t o g e t h e r  a  few  o f  th e  
to p  s t a f f  o f  th e  h e a l t h  and s o c i a l  s e r v i c e s  so  t h a t  th e s e  
p e o p le  c o u ld  g e t  some common v ie w  o f  th e  s o c i a l  s e r v i c e s  
i n  t h e i r  w id e s t  s e n s e ,  and b e g in  to  f e e l  th e m s e lv e s  a s  
p a r t  o f  a  s i n g l e  team  w i th  some common o b j e c t i v e s . . T h is  
i s  o n ly  a  v e ry  s m a ll  b e g in n in g  on what we r e g a r d  a s  a  
v e ry  im p o r ta n t  s u b j e c t .  We hope t h a t  a f t e r  r e o r g a n i s a t i o n  
t h e r e  w i l l  be a  r e g u l a r  s e r i e s  o f  su ch  s e m in a rs  f o r  th e  
to p  p e o p le ;  i n  a d d i t i o n  we h av e  a l l  to  p u t  o u r  h e a d s  t o ­
g e th e r  and  th in k  w hat c a n  be done s i m i l a r l y  b o th  f o r  t h e  
p e o p le  h a lf -w a y  down and f o r  t h e  p e o p le  i n  th e  f r o n t  l i n e  
l i k e  g e n e r a l  p r a c t i t i o n e r s ,  h e a l t h  v i s i t o r s  and  s o c i a l  
w o rk e rs . I f  t r a i n i n g  o f  t h i s  s o r t  c a n  make c o l l a b o r a t i o n  
be tw een  th e  h e a l t h  and  s o c i a l  s e r v i c e s  a  r e a l i t y ,  we s h a l l  
have  a v e r t e d  one o f  th e  b ig  d a n g e rs  t h a t  f a c e  u s  i n  th e  
y e a r s  a h e a d .
I I I  WHAT IS THE TASK FOR THE AUTHORITIES?
1 . A p p o in t good P e r s o n n e l  O f f i c e r s ,  t o  head good, co m p reh en s iv e
p e rs o n n e l  d e p a r tm e n ts .
2 . E m phasise  p e r s o n n e l  f u n c t i o n  o f  l i n e  m an a g e rs ,
3 . E n su re  r i g h t  r e l a t i o n s  b e tw een  th e  tw o .
4 . S e l e c t  good W h itle y  r e p r e s e n t a t i v e s .
5 . E n co u rag e  t r a i n i n g  ( i n c lu d in g  t r a i n i n g  f o r  " c h a n g e " ) .
6 . E n su re  t h a t  P e r s o n n e l  O f f i c e r s  c o n c e rn  th e m s e lv e s  w i th
a l l  g ra d e s  o f  s t a f f ,  w i th  th e  p ro m o tio n  o f  con ­
s u l t a t i o n  and co m m un ica tion  a t  a l l  l e v e l s  and 
p a r t i c u l a r l y  w i th  i n d u s t r i a l  r e l a t i o n s  p ro b lem s 
in v o lv in g  a n c i l l a r y  and m a in te n a n c e  s t a f f .
7 . F o s t e r  i n t e g r a t i o n  o f  s t a f f  from  LHAs and ECs.
IV WHITLEY 
CENTRAL MACHINERY
17. The W hite P a p e r s a id  t h a t  pay  and c o n d i t io n s  o f  
s e r v i c e  w i l l  c o n t in u e  to  be n e g o t i a t e d  c e n t r a l l y .
10
POWERS
1 8 . The new A c t, l i k e  th e  o ld ,  w i l l  empower t h e  S e c r e ta r y  
o f  S t a t e  to  p r e s c r i b e  q u a l i f i c a t i o n s  and c o n d i t io n s  o f  
s e r v i c e  f o r  NBS s t a f f .  T h is  i s  i n e v i t a b l e  i n  an  E x ch eq u er 
f in a n c e d  s e r v i c e .  R e g u la t io n s  w i l l  be  m ade, s i m i l a r  t o  
t h e  p r e s e n t  R em u n era tio n  R e g u la t io n s , r e q u i r i n g  H e a lth  
A u t h o r i t i e s  to  o b se rv e  r a t e s  o f  pay  a p p ro v e d  by  th e  
S e c r e t a r y  o f  S t a t e ,  w hich  f o r  a l l  b u t  a  few  s p e c i a l  c a s e s  
w i l l  be th o s e  n e g o t i a t e d  i n  t h e  W h itle y  C o u n c ils .  T h is  
s e c u r e s  c o n s i s t e n c y  th ro u g h o u t t h e  s e r v i c e .
CONSTITUTION
1 9 . The p r e s e n t  W h itle y  C o u n c ils  w ere  s e t  up  i n  1948
by  a g re e m e n t b e tw een  m anagement and th e  s t a f f  o r g a n i s a t i o n s .  
(S ee  l i s t  a t t a c h e d ) .  They c o v e r  E n g la n d , W ales and S c o t la n d .  
R e p r e s e n ta t io n  on th e  S t a f f  S id e  i s  a  m a t t e r  e x c lu s iv e ly  
f o r  th e  S t a f f  S id e s  th e m se lv e s  w hich  a t  p r e s e n t  co m p rise  
some 50 t r a d e  u n io n s  and s t a f f  o r g a n i s a t io n s  r e p r e s e n t i n g  
some 7 0 0 ,0 0 0  s t a f f .  Changes i n  th e  m ac h in e ry  can  be  s e c u re d  
e f f e c t i v e l y  o n ly  by ag reem en t w i th  th e  s t a f f  i n t e r e s t s .
2 0 . A lth o u g h  th e  C o u n c ils  w i l l  have  t o  be  r e c o n s t i t u t e d  
when th e  new m anagem ent b o d ie s  a r e  fo rm ed  i n  th e  3 c o u n t r i e s  
l i t t l e  change  i s  e x p e c te d  a s  r e g a r d s  th e  r e p r e s e n t a t i o n
o f  u n io n s  and s t a f f  o r g a n i s a t io n s  on th e  S t a f f  S id e s ,  and 
t h e r e f o r e  th e  C o u n c ils  a re  l i k e l y  t o  rem a in  i n  much th e  same 
fo rm  a s  now.
2 1 . We e n v is a g e  c o n t in u in g  t h e  p r e s e n t  a rra n g e m e n t u n d e r  
w h ich  th e  D ep artm en t w i l l  s e r v i c e  th e  C o u n c ils  and a  m in o r i ty  
o f  o f f i c i a l s  r e p r e s e n t i n g  t h e  3 H e a lth  D e p a rtm e n ts  w i l l  
s e r v e  a s  members a lo n g s id e  a  m a jo r i t y  o f  r e p r e s e n t a t i v e s
o f  H e a l th  A u t h o r i t i e s  who w i l l  p ro v id e  t h e  M anagement S id e  
C hairm en . The o f f i c i a l s  a c t  a s  th e  l i n k  b e tw een  th e  H e a l th  
A u th o r i ty  members and th e  S e c r e t a r y  o f  S:^tate, k e e p in g  him  
in fo rm e d  o f t h e i r  v iew s and a d v is in g  them  o f  id ia t l e v e l s  
o f  s e t t l e m e n t  th e  S e c r e t a r y  o f  S t a t e  i s  p re p a re d  t o  ap p ro v e  
w i th  r e g a r d  t o  c o s t  and g e n e r a l  G overnm ent pay  p o l i c i e s .  
C hairm en  and members w i l l  a s  now have  r e a d y  a c c e s s  t o  th e  




22 . T here  m ig h t be some a d v a n ta g e  i n  h a v in g  a  s i n g l e  n e g o t i a t i n g  
c o u n c i l  d e a l in g  w ith  a l l  s t a f f  b u t
a .  F o r su c h  a  l a r g e  la b o u r  f o r c e  w i th  many d i f f e r e n t  
p r o f e s s io n s  and o c c u p a tio n s  r e p r e s e n te d  by  so  many 
o r g a n i s a t i o n s ,  t h i s  w ould be u n m an a g ea b le , (S uch  a  
body would have  t o  b e  i n  a lm o s t c o n tin u o u s  s e s s i o n . )
b .  D o c to rs  and d e n t i s t s  w ould i n  any  c a s e  w an t t h e i r  pay
to  c o n tin u e  to  be  d e a l t  w i th  by th e  D o c to rs  and D e n t i s t s  
R eview  Body.
c .  The S t a f f  S id e s  w ould p r e t t y  c e r t a i n l y  w ant s e p a r a t e  
c o u n c i ls  f o r  th e  l a r g e  d iv e r s e  g ro u p s  l i k e  n u r s e s ,  
a n c i l l a r i e s  and  a d m i n i s t r a t i v e  and c l e r i c a l .  (The 
G e n e ra l C o u n c il i s  r e p r e s e n t a t i v e  o f  a l l  t h e  f u n c t i o n a l  
c o u n c i l s ;  i t  d oes n o t  d e a l  w i th  pay  and a s s o c i a t e d  
c o n d i t io n s  o f  s e r v i c e  -  w h ich  a r e  j e a l o u s l y  r e t a i n e d  by 
th e  f u n c t io n a l  c o u n c i l  s t a f f  s i d e s  -  b u t  i t  d e a l s  w i th  
p ro c e d u ra l  a g re e m e n ts  ( d i s c i p l i n e  e t c )  and  common 
c o n d i t io n s ,  and p ro v id e s  an in v a lu a b le  forum  f o r  c o n s u l ­
t a t i o n  on g e n e r a l  m a t t e r s  a f f e c t i n g  s t a f f  i n t e r e s t s . )
2 3 . C o n s u l ta t io n s  a r e  p ro c e e d in g  w ith  th e  S t a f f  S id e s  on a  
D e p a r tm e n ta l  p ro p o s a l  to  am algam ate  th e  4 W h itle y  C o u n c ils  c o n c e rn e d  
w ith  p r o f e s s i o n a l  and t e c h n i c a l  s t a f f  (PTA, PTB, P h a rm a c e u t ic a l  and 
O p t ic a l )  i n t o  a  s i n g l e  C o u n c il  w i th  3 c o m m ittee s  f o r  s c i e n t i f i c  and  
t e c h n i c a l  s t a f f ,  works and m a in te n a n c e  s t a f f ,  and  th e  th e r a p y  
p r o f e s s i o n s .  T h is  i s  th e  m ost l i k e l y  a r e a  f o r  r a t i o n a l i s a t i o n  and 
r e d u c t io n  i n  th e  e x c e s s iv e  num ber o f  s e p a r a te  pay  s e t t l e m e n t s .
2 4 . W hile th e  hope h a s  b een  t o  re d u c e  th e  num ber o f  C o u n c ils  we 
may w e l l ,  i n  v iew  o f  i n s i s t e n c e  by  th e  u n io n s  c o n c e rn e d , h ave  to  
e s t a b l i s h  a ,n ew  one f o r  am bulancem en when th e y  a r e  t r a n s f e r r e d  from  
l o c a l  governm en t to  th e  NHS. B ut t h i s  would t a k e  i n  t h e  p r e s e n t  
s e p a r a t e  S c o t t i s h  NHS am bulance s e r v i c e  W h itle y  C o u n c il .
2 5 . I t  h a s  b een  s u g g e s te d  t h a t  t h e  pay o f  NHS n o n -m e d ic a l  c h i e f  
o f f i c e r s ,  eg  th o s e  s e r v in g  on  m anagem ent team s, sh o u ld  be  d e a l t  w i th
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by an  in d e p e n d e n t Review  Body, T h is  w ould be  a  m a t t e r  f o r  d i s c u s s io n  
b e tw een  management and s t a f f  i n t e r e s t s .  The p r e s e n t  p o s i t i o n  i s  t h a t  
s a l a r i e s  f o r  th e  new to p  p o s t s  w i l l  be p r o v i s i o n a l  and  s u b j e c t  to  a  
re v ie w  in  1975 th e  form  o f  w h ich  h a s  y e t  t o  b e  c o n s id e r e d ,
26 , T here  i s  l i k e l y  to  be  g row ing  demand f o r  l o c a l  b a r g a in in g .
T h is  h a s  s t a r t e d  w ith  th e  d ev e lo p m en t o f  i n c e n t i v e  paym ent schem es 
f o r  a n c i l l a r i e s .  W hile pay n e g o t i a t i o n  i s  l i k e l y  to  re m a in  a t  
n a t i o n a l  l e v e l  i t  sh o u ld  b e  p o s s i b l e ,  g iv e n  th e  d e v e lo p m e n t o f  an  
e x p e r t  p e rs o n n e l  o r g a n i s a t i o n ,  t o  a r r a n g e  f o r  m ore d e l e g a t i o n  t h a n  
h a s  been  th e  c a s e  h i t h e r t o .
27 . The D epartm en t w i l l  b e  d raw in g  up p r o p o s a ls  f o r  th e  c o n s t i t ­
u t i o n  o f  th e  W h itley  C o u n c ils  f o r  th e  new s e r v i c e  and  w i l l  need  to  
c o n s u l t  r e p r e s e n t a t i v e s  o f  th e  new a u t h o r i t i e s  w e l l  b e f o r e  th e  
a p p o in te d  d a y .
IHSS
S eptem ber 1973
c
WHITLSY MACHINERY ( EXTRACT PROM GENERAL COUNCIL CONSTITUTION )
The Councils s h a ll  oomprise -  
i .  A General Council.
11. Nine fu n c tio n a l Councils, dealing  w ith  p a r t ic u la r  groups 
of persons engaged in  the h ea lth  se rv ic e s , namely -
a . A dm inistrative and C le ric a l
b . A n cilla ry  Grades
c . Dental
d. Medical
e . Nurses and Midinives
f . O p tical
g. Pharm aceutical
h. P ro fessio n a l and Technical S ta f f s ,  Group A
i .  P ro fessio n a l and Technical S ta f f s ,  Group B.
IimUSTRIAL RELATIONS IN TEE 1123
M ost .o f  P4C 's a c t i v i t i e s  seem t o  im pinge on th o s e  o f  many 
o t h e r '  b ra n c h e s ;  h u t  we do t r y  t o  e x e r c i s e  r e s t r a i n t  i n  th e  
amount o f  p a p e r  we send  ro u n d .  I  th o u g h t  n o n o t h c l e s s  t h a t  
you would f i n d  i t  u s e f u l  t o  have  c o p ie s  o f  th e  e n c lo s e d  docu­
m ents ià ^ w h ic h  o u r  a t t e m p t s  to  improve i n d u s t r i a l  r e l a t i o n s  
i n  t h e  LnE a re  d e s c r i b e d .
The S e c r e t a r y  o f  S t a t e ' s  sp e e c h  on 12 Flarch \ r e 3  th o  f i r s t  
o c c a s io n  f o r  some t im e  t h a t  a  I - I in i s tc r  h a s  spcheii  a b o u t  t h e  
s u b j e c t  i n  th o  ro u n d .
The i n d u s t r i a l  r e l a t i o n s  t r a i n i n g  programme d e s c r i b e d  i n  th e  
n o t e  f o r  t h e  N a t i o n a l  ‘T r a in in g  C o u n c il  c o v e rs  14 D i s t r i c t s  
(one  i n  each  R e ^ c n )  and  a l l  d i s c i p l i n e s .  I t  i s  b o th  n o te w o r th y  
and  h e a r t e n i n g  t h a t  a t  one o f  t h e  f i r s t  D i s t r i c t  w o rk sh o p s , th e  
c h a i r  iras ta k e n  and th e  ru n n in g  made by th e  D i s t r i c t  Community 
K iy s ic ic s i ,  '
A
\1Vj
Eay f e t c h  
D4G
Eocsi 454 , FEH 
e z  7376
15 A p r i l  1976
D i s t r i b u t i o n : -
Mr G e l l i n g , Hr Gough.
Under and A s s i s t a n t  S e c r e t a r i e s  i n  P, CP, RL and HP D i v i s i o n s .  
P r o f e s s o r  R e id , Dr Brothw ood, Dr T a te  (MED).
H is s  U hitehead ., Mr Adam { I T UI I )  . Mr B e t t s  (FA3).
Hr K o l in e u x ,  Fir R a t c l i f f e ,  Mr Bro;m, >!rs Jo h n so n  (P4C).
Your reforerKce 
Our referenae




TELEPHONE 01-407 5522 ext 78?6
7 A p r i l  1976
D e a r  R e g io n a l  P e r s o n n e l  O f f i c e r  
INDUSTRIAL RELATIONS
I n  t h e  c o u rs e  o f  r e c e n t  d i s c u s s io n s  a b o u t o u r  i n d u s t r i a l  r e l a t i o n s  
t r a i n i n g  program m e, i t  h a s  som etim es b e e n  s a i d  t h a t  t h e  D e p a rtm en t 
s h o u ld  g iv e  a  c l e a r e r  le a d  i n  th e  f i e l d  o f  i n d u s t r i a l  r e l a t i o n s .
As some o f  you  know, th e  S e c r e t a r y  o f  S t a t e  sp o k e  on t h i s  s u b j e c t  
on 12 M arch. I n  th e  c o u rs e  o f  h e r  ta D c , sh e  a t te m p te d  t o  b r in g  
t o g e t h e r  t h e  v a r io u s  i n i t i a t i v e s  t h a t  a r e  c u r r e n t l y  u n d e r  way in  
o r d e r  to  show t h e i r  c o h e re n c e  a s  a  package  a im ed  a t  im p ro v in g  th e  
i n d u s t r i a l  r e l a t i o n s  c l im a te  i n  th e  NHS.
I  th o u g h t  you  w ould f i n d  i t  u s e f u l  t o  h av e  t h e  e n c lo s e d  copy  o f  
t h e  t e x t  u se d  b y  th e  S e c r e t a r y  o f  S -ta te  on t h a t  o c c a s io n .  She d id  
n o t  o f  c o u rs e  s im p ly  re a d  th e  t e x t  o u t ,  b u t  a d a p te d  th e  m a t e r i a l  
t o  s u i t  t h e  o c c a s io n .  She c a n n o t t h e r e f o r e  b e  q u o te d  a s  h a v in g  
sp o k e n  any  s p e c i f i c  p h ra s e  o r  s e n te n c e  i n  th e  t e x t ,  b u t  you  may 
t a k e  i t  t h a t  t h e  a o n te n ts  had  h e r  a p p ro v a l .
HEALTH AND SAFETY AT WORK ACT
F u r t h e r  t o  o u r  d i s c u s s io n  a t  t h e  M arch m e e tin g , I  am g la d  t o  b e  
a b l e  t o  t e l l  you  t h a t  th e  H e a l th  an d  S a f e ty  C om m ission have, t h i s  
w eek d e c id e d  t h a t  th e  t a r g e t  d a te  o f  1 May w h ich  th e y  s e t  f o r  
i s s u e  o f  r e g u l a t i o n s  e t c  a b o u t s a f e t y  r e p r e s e n t a t i v e s  and 
c o m m itte e s  c a n n o t now be  m e t. I t  seem s u n l i k e l y  t h a t  th e  r e g u ­
l a t i o n s  e t c  w i l l  be  i s s u e d  f o r  some m o n th s , maybe n o t  u n t i l  th e  
au tum n .
T^his means t h a t  s t a f f  b o d ie s  v z il l  n o t  h ave  a n y  s t a t u t o r y  r i g h t  
t o  a p p o in t  s a f e t y  r e p r e s e n t a t i v e s  on 1 I4ay, a s  many h a v e  s a i d  
t h e y  w ould d o . To t h a t  e x t e n t ,  th e  h e a t  i s  t e m p o r a r i l y  ta k e n  
o f f  t h i s  s u b j e c t ;  and  we w i l l  be  i s s u i n g  f u r t h e r  g u id a n c e  on 
t h e  o p e r a t io n  o f  t h i s  A ct i n  t h e  NHS b e f o r e  an y  f u r t h e r  s t a t u t o r y  
r e q u ir e m e n ts  a r e  l a i d  on em p lo y in g  a u t h o r i t i e s .
A T o u rs  s i n c e r e l y
ay  P a tc h
C opied  t o :  R e g io n a l  E d u c a tio n  and  T r a in in g  O f f i c e r s
R o g e r Dyson
M ervyn M essage ^
TE:XT used BY SECRETARY OF STATE AT BLACKBURN 12 MARCH 1976 
INDUSTRIAL RELATIONS II; THE NATIONAL HEALTH SERVICE
1. Introduction
V/hen I started to think about what I would say to you th is  afternoon within  
the broad area "Industrial Relations in the Health Service" i t  did occur to 
me that in  some ways i t  was a l i t t l e  presumptuous of me, a f te r  barely two 
years service as Secretary of State for Social Services, to be ta lk ing on 
t h is  subject to an audience v/hose experience i s  bound to be so much greater  
than mine. However, as I thought about i t  I realised  there were specia l  
factors which had prompted me to a particular in terest  in  industria l re la tions  
generally and v;hich would partly excuse my presumption today: of the eight
years during which I have served as a Cabinet Minister^no l e s s  than seven 
have involved me d irectly  with labour re la tions matters in  the public serv ices.  
During my 2-j years at the Ministry of Transportai v/as the Minister responsible  
for the railways and other nationalised transport undertakings. During my 
two years as F irst Secretary of State for Employment and Productivity I saw 
a number of industrial disputes -  both in  the private and public sectors -  
which had as the ir  root cause not money but the a lien ation  of the work 
people caused by a lack of real involvement and partic ipation  in the 
decisions which affected  them- And now in the la s t  two years as Secretary 
o f  State for Social Services, I have found myself u ltim ately  responsible for 
about 800,000 employees in  the National Health Service and for 80,000 C ivil  
Servants running the whole of the soc ia l  security system and DHSS Headquarters 
branches. So you see, although my experience of industr ia l re la tions  in  the 
health service has been r e la t iv e ly  short, my previous posts are beginning to 
add up to a fa ir ly  long h istory of involvement in industria l re la tions  
generally.
And during that time the general employment scene has certa in ly  changed: 
indeed there can hardly have been a period of such dynamic change as over 
the past few years. There has been a wealth of new le g i s la t io n  aimed at 
improving the position  of people at work, both indiv idually  and c o l le c t iv e ly ,  
and hence leading to better industria l relations: the Health and Safety at
Work Act, the Employment Protection Act, the Trade Union and Labour Relations  
Act, the Sex Discrimination Act, these are the main examples. But laws can 
only set the leg a l framework. The e ssen tia l  change i s  the e ffort  represented 
by th is  le g is la t io n  to give people more say in  matters a f fe c t in g  the way they 
work and the conditions in  which they work. I happen to b elieve  profoundly 
that each and every individual matters»and can make a good and sometimes 
quite cbcisive contribution to the way h is  daily work i s  best carried out; so 
I am a l l  in  favour of the changes we have seen in th is  d irection.
And in an organisation as large as the National Health Service the changing 
a ttitu d es  which th is  leg a l  framework represents are particu larly  important.
I t  i s  no great secret that I was not a fan of the Health Service  
Reorganisation scheme brought in by my predecessors. One of ray objections  
to i t  was that i t  was too hierarchical in  concept. But I do readily  accept 
that the process of reorganisation, carried out in the climate of the 
l e g i s la t iv e  measures I have mentioned, has been a valuable ca ta lyst  for getting  
management and the unions, many of which you represent, to look afresh at
ex is t in g  consultative processes. At a national le v e l  the most important of 
these processes i s  the Whitley machinery; at a lo c a l  le v e l  the Joint S ta ff  
Consultative Committees.
No-one would deny that the health services have nevertheless seen an 
excessive amount of industria l s t r i f e  over the past few years. The reason; 
have of course been complex, and I don't want to exhume any corpses for post 
mortem examination. What I would l ik e  to do i s  to mention b r ie f ly  the 
various in i t ia t iv e s  we are taking to improve the in d u str ia l re la tions  climate 
in  which we work.
2 .  Participative Management*
Perhaps the most e f fe c t iv e  v/ay of changing things for the better  i s  to do good, 
i f  not by s te a lth ,  then at lea st  informally. You have no doubt heard that I am 
keen to encourage the spread of what i s  ca lled  p artic ipative  management. This 
i s  merely a way - a lb e it  systematic -  of encouraging s ta f f  to play a f u l l  part 
in  the organisation of the work they are doing. As you no doubt know one of  
the places where i t  has been tried with success i s  not too far to the south 
of us -  Hope Hospital in Salford. I rea lly  was very impressed by what I saw 
of the scheme when I v is i te d  Hope Hospital la s t  year, and have been enthusiastic  
ever since to see an extension of partic ipative management. However, th is  
i s  not something v/hich can be forced on the health service -  compulsory 
partic ipation  rea lly  would make a nonsense of the concept. V/hat i s  required 
i s  for people lo c a l ly  to seize the opportunities which a r ise ,  as many of them 
have done to improve employee participation.
Some of these opportunities ar ise  in  a rather tangential way. .For instance, 
the introduction and maintenance of incentive bonus schemes has provided a 
useful impetus to d iscussions at a lo ca l le v e l  between management and trade 
unions on the detailed  running of an cillary  departments; and as some of you w il l  
be only too well aware, discussions on these bonus schemes have often  been the 
f i r s t  occasions ever when ancillary  s ta f f  have been d irec t ly  involved in  the 
management aspects of th e ir  own work. And th is  i s  a f ter  a l l  what partic ipation  
i s  a l l  about. I t  should enable each individual member of s t a f f ,  at the grass 
roots , to make a contribution by harnessing his own working experience to 
identify ing  and solving problems which crop up during h is  working day. To 
y ie ld  the best results^ partic ipative  management must of course be introduced 
into a new environment with some care. I myself hope that i t  w i l l  spread 
throughout the serv ice , and I am considering issu ing a guidance c ircu lar  on 
the subject in the near future which w i l l ,  I hope, help i t  on i t s  way.
3 . Industrial Democracy
On a more formal le v e l  you w il l  know of the action we are taking to get s ta f f  
representatives e lected  to Health Authorities, and have probably seen the 
consultative paper we have issued on democracy in the NHS. Some of you may 
be thinking that our consultative paper does not go far enough and that more 
places should be a llocated  to s ta f f  representatives. Certainly I believe  that 
those who work in the NHS have a valuable contribution to make to i t s  management 
and that i s  why I want to see them contributing as members of health au thor it ies .  
But I think you w il l  a l l  agree that there are others who have a contribution to 
make as w ell. The lo ca l  community, for whom health serv ices  are provided, has 
a right to be involved in  the management of their  own serv ices . That i s  why 
we are increasing the proportion of health authority members drawn from loca l  
au thor it ies  to one third since they are the elected  representatives of the 
community. In addition, we need to leave room on health au th or it ies  for other 
people who because of th e ir  particular experience or knowledge have something 
specia l to o ffer  the health service.
You should a lso  remember that* industria l democracy in the public sector i s  
s t i l l  in  i t s  infancy and that we in  the health service are actually  ahead 
of the f i e l d . • You may indeed have noted the statement in the House of  
Commons on 11 February that the Government's studies  into the introduction of 
industria l democracy in  the public sector would not cover the NHS since we 
were already taking action . . I am pleased that we have beenlable to take a lead 
l ik e  th is  but I would be the f i r s t  to say that we should not allow ourselves  
to become complacent because of our early s ta r t .  There are problems which 
we sh a ll  encounter in extending employee partic ipation  and industria l democracy 
in the health service and we sh a ll  have to learn to deal with these . Indeed 
some d i f f i c u l t i e s  are already apparent and there are three in  particular which 
I think v/e must recognise and acknowledge. F irst  we must recognise the 
dilemmas which must be faced over employee partic ipation  and industria l  
democracy throughout the public and private sectors: the fear that some of
you as employee representatives v /il l  have that i f  you partic ipate too fu l ly  
you may end up representing the in te r e s ts  of management to the work people 
instead of the other way round; and the concern that employee representatives Ç 
may be "sucked in" and tarred with the brush of management decisions not 
withstanding th e ir  disagreement with them. There i s  a further dilemma in  
th is  area which i s  sp e c if ic  to the public sector, including the health serv ice ,  
and th is  i s  the degree to  which employee partic ipation  may c o n f lic t  with the 
general democratic w i l l  as expressed through Parliament. V/e must acknowledge 
that a degree of c o n f l ic t  between the in ter ests  of the work people and the 
wider in terest  of the service may well e x is t  but that no system can work which 
seeks to emasculate and suffocate particular in te r e s ts  which are represented 
w ithin i t .
Secondly, and following from th is ,  i t  must be accepted that a trade unionist  
once e lected  to a representative body w i l l  not sever h is  l in k s  with those who 
put him there. In other words i t  must be understood that employee partic ipation  
can only operate successfu lly  i f  i t  i s  seen not as an a ltern ative  to or a 
negation of c o l le c t iv e  bargaining but as an extension and a strengthening of i t .
Thirdly, i t  must be shown that a crucial input in to  decisions in  the health  
service i s  the experience and opinions of the s ta f f  within the serv ice .  And 
that whilst Parliament, Ministers and Authorities in  the ultimate analysis  ( 
have the f in a l word,tho c loser  to the practical point of decision that th is  
input can be made the more e f fe c t iv e  i t  i s  bound to be and^in my view, the 
better quality  the f in a l  decision i s  l ik e ly  to be.
4. C ollective Bargaining
I mentioned just now that employee partic ipation  should be seen as an extension  
of c o l le c t iv e  bargaining. In the NHS, c o l le c t iv e  bargaining in  i t s  formal 
sense means of course the Whitley system. This has served us fairly well over 
the years but l ik e  any other hard-worked machine i t  needs overhaul. You v /ill  
know that in April la s t  year I appointed Dr 17 E J McCarthy, now Lord McCarthy 
of HeadingtOn, as a part-time adviser to the Department of Health and Social  
Security on Industrial Relations. He i s  engaged on a review of the workings 
of the NIiS Whitley machinery and w i l l  report d irec t ly  to me. In h is
in vest iga tion  so far he has met members of Management Sides, chairmen of Health 
Authorities and representatives of T/HS management at a l l  l e v e ls  from Region to 
Sector. He has invited  written comments from a l l  the s ta f f  organisations  
represented in Whitley, most of whom have now replied. He has a lso  met 
representatives of these organisations, which of course included members of 
S ta f f  Sides of Whitley Councils. Lord McCarthy has now v ir tu a lly  completed 
the co llec t io n  of views and I expect him to report by the summer.
Lord McCarthy's terms of reference were to carry out a review and th is  does 
not necessarily  mean that there w i l l  be a wholesale reform of the V/hitley system. 
At th is  stage I can only repeat what I have said on a number of occasions, that 
i s  .that I do not see i t  as my function as Secretary of State to impose any 
changes in th is  f ie ld .  I wish to hear the views of a l l  those involved and i f
i t  becomes clear that changes to the system are necessary I fe e l  very strongly
that these should be in it ia te d  from below and not imposed from above.
5 . S ta ff  Consultation
There has of course always been machinery for consulting s ta f f  in the NHS 
before major policy changes were introduced. However, th is  machinery has 
not always been s u f f ic ie n t ly  f le x ib le  or extensive and I am glad to see that 
the General Whitley Council i s  currently negotiating an agreement for new 
jo in t  s ta f f  consultative machinery, and that these negotiations are in  their  
f in a l  stages. One of the main cr it ic ism s  of the ex ist in g  agreement has been 
i t s  r ig id ity .  I expect the new agreement to set out the basic principles  
and to make the establishment of a jo in t s ta f f  consultative committee mandatory 
at certain lev e ls ,  but otherwise to leave the d e ta ils  to be se t t le d  between 
management and s ta f f  in ter ests  lo c a l ly .  When th is  agreement has been made,
I hope that shop stewards w il l  play a f u l l  part in  making i t  rea lly  work.
6. F a c i l i t i e s  for S ta ff  Organisations
Another area in which the General Whitley Council has recently been negotiating  
i s  in  providing f a c i l i t i e s  for s ta f f  organisations. Proper f a c i l i t i e s  for 
Trade Unions lo c a l ly  are b en efic ia l both to management and shop stewards. Both 
the Ancillary S ta ffs  Council and the Ambulancemen's Council have had such an 
agreement for some time for s ta f f  within their purview. For other s ta f f  there 
has been for some years a rather lim ited General Whitley Council agreement on 
F a c i l i t i e s  for S ta ff  Organisations in  Hospitals. Amongst i t s  l im ita tion s  i t  
l e f t  the granting of f a c i l i t i e s  for posting notices and holding meetings 
en tire ly  within the d iscretion  of the au thor it ies .  In the changing industrial  
re la tions  climate we recognised that th is  agreement was quite inadequate and 
that a more detailed  agreement was required, se tt in g  out basic f a c i l i t i e s  
v/hich should be extended to s ta f f  representatives throughout the NHS. The 
General \7hitley Council has therefore recently concluded such an agreement 
covering the other groups of s ta f f  v/ithin the National Health Service and 
f u l l  d e ta ils  of the agreement w i l l  be issued shortly . I hope that th is  too 
w il l  f a c i l i t a t e  more e f fe c t iv e  loca l consultation.
7* The Personnel Function
I have been talking to you th is  afternoon about the role you as trades 
union ists  can play in iraprovihg the working of the health service -  and 
ultim ately the service to patients -  and about the in i t ia t iv e s  we have taken 
cen tra lly  in the industria l re la tions  f ie ld .  Before I s i t  down I would l ik e  
to turn your a tten tion  for a few minutes to personnel management and the role  
of the personnel o f f ic e r .  Whatever we do at the centre-,the improvement of  
industria l re lations in the NHS ultim ately depends on the e ffect iven ess  of 
the personnel function in the f ie ld .  I have spoken frankly in  the past about 
some of the fau lts  of reorganisation but I am sure that i t  was right to use 
th is  opportunity to introduce a more professional approach towards personnel 
management. The personnel d isc ip lin e  was very slow to develop in  the 
National Health Service partly because the Service was not ready for i t  in  
the 1960s and the Government and, in particular, my Department could not 
impose something l ik e  a personnel function on a Service which was not ready 
for i t .  There were far too many separate managements in the three arms of 
the Service; the professions on the whole saw themselves as se lf -reg u la tin g  
and the Service had a trad ition  of dedication so that on the surface i t  seemed 
that the industrial re lations climate was fa ir .  In the 1970s, however, the 
NHS realised  that i t  needed to put i t s  industrial re la tions in order and 
management needed professional personnel managers to a s s i s t  in t h is ,  to help 
in  career development, and to help individual members of s ta f f  to deal with 
increasingly complicated rules and regulations, most of which were to their  
benefit  but s t i l l  needed interpretation.
I am glad to see some Personnel O fficers here today. Those Personnel 
O fficers who are new to the service haven't a l l  yet found th eir  feet but they 
are trying hard. I hope you w il l  help them, since I am sure that an e f fe c t iv e  
personnel function can help unions as well as managers in smoothing over the 
d i f f i c u l t i e s  that are bound to ar ise  from time to time - as well as engendering 
more trust and co-operation a l l  round. That rea lly  i s  what industrial  
re la tions  are a l l  about; and nowhere more so than in the health service where 
we are basica lly  dependent on each other in carrying out our task of 
delivering health care to those who need i t .
8 .  Conclusion
Well, that i s  what we are up to . I hope you fee l  we are on the right l in e s .
I have covered a wide f ie ld  and I hope you won't expect me to answer questions ( 
of d e ta il  on a l l  the things I have mentioned. But on general points I have 
dealt with, or any others that seem to you relevant, I should be glad to 
hear your views and try to answer your questions.
IN  CONFIDENCE
NATIONAL riLMNIITG CODICIL FOR NATIOILAL HL/iLTH SERVICE
IIIDUSTRI/iL RELATIONS TR/iINIlIC
Ic  At th o i i r  January '’ n e o t i iv î ,  t h e  C o u n c il  concidorGcl a t  nomc 
lon^'l'h t)io D epartm en t * ci p lra is  f o r  i n d u s t r i a l  r o l o t l o n c  t r a i n i n g  arj 
d e s c r i b e d  i n  ETC 76 /3  and e l a b o r a t e d  o r a i . l y  a t  th o  mo e t  lo g ,  Tho 
D epartm en t u n d e r to o k  to  c o n s i d e r  th o  many i n t e r o o t i n y  p o h i to  mada 
i n  t h e  d i s c u s s i o n ,  and t o  r e p o r t  on t h e  u n i - d i c c j p l i v i a r y  norhohcp:; 
a t  th e  C o u n c i l ' s  Hay m oo ting .
T t^ ^ £ o n c e jy lg u 3 l A n u 'd p a e h r^ r id ^ iJu s  J i f f c t s
2 . The t r a i n i j i g  programme w hich  th e  Dcpar hae?:it .has s e t  i n  t r a i n  
can  be b r i e f l y  d e s c r ib e d  as  b e in g  aimed a t  e n c o u r a g in g  Dll! ne:eago­
ne n t  o,t o p e r a t i o n a l  l e v e l  t o  d e v e lo p  a  n o ro  c o h e s iv e  a p p ro a c h  to  
t h e i r  i n d u s t r i a l  r e l a t i o n s  r e s p o n s i b i l i t i e s ,  so  t h a t  t h e y  may bo 
th e  b e t t e r  a b l e  to  ongago i n  c o n s t r u c t i v e  d i a lo g u e  w i th  s t a f f  
r  e p r  e s e n t  a t  i  v e s .
To
3. Tho programme i s  d i r e c t e d  a t  D i s t r i c t  l e v e l ,  and some d o u b t  
vras e x p re s s e d  a t  t h e  C o u n c i l ' s  J a n u a ry  m o o tin g  as t o  w h e th e r  th i. 
iras t h e  r i g h t ,  o r  s u f f i c i e n t ,  l e v e l .  As th e  programimo u n f o l d s ,  
vro a r e  i n c r e a s i n g l y  c o n v in c ed  t h a t  t h i s  judgem ent was sound , 
q u o te  fi'om a c o n t r i b u t i o n  n a d a  a t  th e  H a n c h o s tc r  s e m in a r  f o r  
R e g io n a l  A d m in i s t r a to r s  and S e n io r  M anagers i n  O c to b e r  1973,
“th e  DHTs a r e  th o  e x e c u t iv e  l i n e  m anagers ' and s h o u ld  be  g iv e n  
a s  f r e e  a  hand as  p o s s ib l e  t o  g e t  on w i th  t h e  jo b ,  p r o v id in g  
th e y  a r e  g iv e n  c l e a r  p o l i c y  g u i d e l i n e s  w i t h i n  ih i ic h  to  woj/k".
Dy f o c u s s in g  t h i s  t r a i n i n g  programme on th o  DHTs and t h e i r  
im m ed ia te  c o l l e a g u e s ,  vre a r e  f o l lo w in g  t h i s  p r i n c i p l e .  Ohio 
t r a i n i n g  i s  aim ed a t  a l l  d i s c i p l i n e s  a t  t h i s  l e v e l ,  and we a r e  
c o n f id e n t  t h a t  as  i t s  r e c i p i e n t s  t o g e t h e r  d e v e lo p  a  
a p p ro a c h  t o  i n d u s t r i a l  r e l a t i o n s  i n  t h e i r  D i s t r i c t ,  
w i l l  r a p i d l y  p e r c o l a t e  to  management a t  s u p e r v i c o r y  
D i s t r i c t .
c o h e s iv e  
t h a t  a p p ro a c h  
l e v e l  i n  th e
4 .  The t r a i n i n g  m a t e r i a l  em p h as ise s  t h a t  D i s t r i c t s  m ust work 
cu t t h e i r  p o l i c i e s  " w i th in  t h e  a p p r o p r i a t e  n a t i o n a l .  R e g io n a l  and 
J ' j r e a  fram ework" and D i s t r i c t s  a r e  t h e r e f o r e  a s k in g  t h e s e  o t h e r  
t i e r s  to  s p e c i f y  \ /ha t t h a t  f i -a rc  work i s .  Tho l a t t e r  i n  t u r n  a r e  
f i n d i n g  t h a t  t i iey  th e m s e lv e s  )iood as  a m a t te r  o f  p r i o r i t y  to
2  -
^ d e te rm in e  more c l e a r l y '  t b a n  b e f o r e  t b . e l r  own r e s p e c t i v e  r o l e s  
and ai'o t h u s  h a v in g  t o  f a c e  a  number o f  a \.ia :ard  q u e s t i o n s .  The 
r e s u l t  can  o n ly  be b e n e f i c i a l  i n  t h e  o r g a n i s a t i o n a l  d e v e lo p m e n t 
o f  th o  NIÏ3, p a r t i c u l a . r l y  i n  r o l a t i o n  t o  t h e  p e r s o n n e l  f u n c t i o n .
The Un.i - d  i s  c i  n l  in  a.ry Cours on
5 c The e i g h t  u u i - d i s c i p l i u a r y  c o u r s e s  w hich  wore r e p o r t e d  a t  
t h e  Council*B  J a n u u ry  n e e t i n g  have b e en  p r o v i s i o n a l l y  e v a l u a t e d .  A 
t h i o  s t a g e  e v a l u a t i o n  has b e en  b a se d  3-o.rgely on e x t e n s i v e  
q u e s t i o n n a i r e s  co m p le ted  by  m em bers"at t h e  end o f  eac h  c o u r s e ,  
and i t  t h e r e f o r e  r e l i e s  m a in ly  on t h e i r  own p e r c e p t i o n s .
6 . On th o  b a s i s  o f  t h e s e  p e r c e p t i o n s ,  e l l  t h e  c o u r s e s  can  bo 
ju d g ed  t o  have b e e n  s u c c o s s fu l . .  Tho u n i - d i s c i p l i n a r y  a p p ro a c h  
was th o u g h t  c o n d u c iv e  t o  s l i a r in g  o f  coranon p ro b le m s ,  and th e  
j )a r t i< :i)} a tiv o  n a t u r e  o f  t h o  t r a i n i n g  g iv e n  to  have  l e d  t o  a  h ig h  
d e g re e  o f  in v o lv e m e n t .  Members would however have  l i h o d  more- 
foridfiL i n p u t s  a b o u t  th e  i n d u s t r i a l  r e l a t i o n s  fi'amoT/ork w i t h i n  
w hich  th e y  had  t o  o p e r a t e  ( s e e  p a r a  4 above) and  more s p e c i f i c  
t r a i n in g :  i n  n e g o t i a t i n g  s k i l l s .  V i r t u a l ] . y a l l  members found
th e  c o u r s e s  higW .y r e l e v a n t  t o  t h e i r  e x i s t i n g  management r o l e s  
and even more- r e l e v a n t  t o  what th e y  p e r c e iv e d  t h e  in  f u t u r e  r o l e s  
to  b e .  T h is  change o f  r o l e  p e r c e p t i o n  (m ost n o t a b l e  i n  t h e  c a s e  
o f  t h e  m e d ic a l  members) was i t s e l f  an  e x t r e m e ly  v a l u a b l e  outcom e 
o f  th o  c o u i 'so s .
7. The v a lu e  o f  th o s e  c o u r s e s  w i l l  however b e s t  bo t e s t e d  by 
r e f e r e n c e  to  m em bers' e f f e c t i v e n e s s  i n  t h e i r  "back-hom e" 
s i t u a t i o n s .  I n  p a r t i c u l a r ' ,  t h e  d e g re e  t o  w hich  t h e  c o u rs e s  e n ­
a b le d  them t o  c o n t r i b u t e  t o  t h e  D i s t r i c t  w orkshop wjJJ. be: c r u c i a l .  
As p a r t  o f  t h e  e v a l u a t i o n  p r o c e s s ,  a  f u r t h e r  q u e s t i o n n a i r e  w i l l  
t h e r e f o r e  be i s s u e d  i n  th o  ean*ly summer.
8 . On p r e s e n t  e v id e n c e ,  t h e  u n i - d i s c i p l i n a r y  c o u r s e s  may t h e r e ­
fo re -  be  judged  t o  have  been  a  q u a l i f i e d  s u c c e s s .  The t r a i n i n g  
m a t e r i a l  u se d  h a s  boon p r e s e r v e d  a n d , i n  t h e  l i g h t  o f  c x p e r ie n c G , 
w i l l  be m o d if ie d  i n t o  a  t r a i n i i i g  packago  f o r  w id e r  u se  as  th o  
programmo i s  d e v e lo p e d .
Tho D i s t r i o  t  Wgripsliops
9. A l l  14 D i s t r i c t s  liad by  th o  end o f  March made p la n s  t o  h o ld  
t h e i r  D i s t r i c t  w orkshops and some had com p le ted  th e  p r e l i m i n a r y  
s t a g e s . Some schem es a r c  more a m b i t io u s  th a n  o t h e r s  and a l l  v a r y  
in  t im in g  and m ethod. The tu o  c o u rs e  t u t o i ' s  a r e  each  a d v i s in g
7 D i s t r i c t s ,  f o r  which, th o  D epartm en t i s  fu n d in g  ono day  p e r  
D i s t r i c t .  The D i.a j t r ic ts  a r e  b e in g  e n co u rag e d  to  hoop in  c l o s e  
touc li  w i th  A rea , Kogion and th o  ) ')cpaTtmcnt; and r c p r o s c n t a t i v c s  
o f  t h e s e  t h r e e  t i e r s  a r c  b e in g  i n v i t e d  to  a t t e n d  v a r i o u s  w orkshops
-  J
3 0., /v .r-rangciriouts a r c  b e in g  );ir.dc f o r  th o  D i s t r i c t  v.'or.fr.sjiopn to  
bo s y o t c u a t i c a l .1 y e v a l u a t e d . A'i/l:horg;h t h e y  e r e  p r o c e e d in g  i n  a. 
v a r i e t y  o f  ;?a.ya, e a c h  D i s t r i c t  h a s  b e en  a sk ed  to  r e p o r t ; -
a .  vrhat o b j e c t i v e s  t h e y  have  th o m o e lv es  s o t  f o r  t h e i r  
w orkshop ; |
I
b .  wrl'xat m e e t in g s  th e y  h av e  i n  r e l a t i o n  to  t h e  w orkshop 
and what l e v e l  c j i l  number o f  m anagers  a t t e n d  each  o f  
th o s e  a c t i v i t i e s ;  .
c .  what t h o  workshops' a c h ie v e  i n  te rm s  o f  d e c i s i o n s  f o r  
implcm o n t a t i  o n .
Tho r e p o r t s  a r e  r e q u e s t e d  by  1 J u l y  and th e  c o u r s e  ' t u t o r s  w i l l  • 
a s s i s t  i n  t h e i r  p r e p a r a t i o n .  Tho d a t e  i s  somcwhat a r b i t r a r y , 
a in c o  t h e r e  can be no f i n a l i t y  i n  a  programme d e s ig n e d  to  
f a c i l i t a t e  th o  o n g o in g  management t a s k .  But a  common r e p o r t i n g  
d a te  w i l l  e n a b le  us  t o  t a k e  s to c k  o f  th o  e f f e c t i v e n e s s  o f  th o  
programme a t  t h a t  t i r . e  and t o  p l a n  f o r  f u r t h e r  d e v e lo p m e n ts .
F u tu r  o ' Dovclo rm cnt s
11c The D e p a r tm e n t 's  p r e s e n t  e f f o r t s  arc* d e d ic a t e d  to w a rd s  
e n su jr in y , so f a r  a s  we ar-e a b l e ,  t h a t  t h e  p i l o t  programiDe i n  
th e  14 D i s t r i c t s  w i l l : -
a .  be e n a b le d  t o  inm on t o  J u l y  w ith  t h e  maximum p o s s i b l e
a s s i s t a n c e  and en co u rag em en t from  th o  c e n t r e ;  and
bo bo c a r e f u l l y  docm nented w i th  a  v iew  to  i t s  w id e r
p r o p a g a t io n .
T h e r e a f t e r ,  we w i l l  be  a b le  t o  p la n  how b e s t  t o  p ro c e e d  i n  r e ­
l a t i o n  t o  fw /rthcr  developm en t • o f  th o  prcgraj'nme.
12. The prOj-prammo h as  however a l r e a d y  i d e n t i f i e d  a d d i t i o n a l  
t r a i n i n g  n e e d s  i n  th e  i n d u s t r i a l  r e l a t i o n s  f i e l d  ( s e e  p a ra .  4 
a b o v e ) .  We a r e  c u r r e n t l y  c o n s i d e r i n g  how t h e s e  n e e d s  m ig h t
b o o t  be  m et; and vrib l r e p o r t  on o u r  i n t e n t i o n s  a t  t h e  C ounc:Q *3 
May m e e t in g .  M e  w i l l  al.so on t l i a t  o c c a s io n  g i v e  an u p - t o - d a t e  
r e p o r t  on tho  p r o g r e s s  o f  th e  p i l o t  progra.mmc and d i s c u s s  ou r  
t e n t a t i v e  v iew s as  t o  how t h e  b é n é f i c i a i  e f f e c t s  o f  t h e  progivrmae 
m igh t b e s t  be d i s s e m in a t e d  t o  o t h e r  D i s t r i c t s .
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Last month the National Training Council circulated a paper in England at 
regional le v e l  seeking views on proposai.s for industrial re la tions training.
I have obtained a copy of that paper and have just been asked by the National 
Training Council to circulate i t  to ai*ea health authorities  in Wales for comment.
Accordingly I enclose 5 copies of the National Training Council paper so that 
you may obtain the comments of your colleagues on the Area Team and of your 
Area Personnel O fficer. The two main proposals to emerge from the National 
Tre.ining Council working group on industrial relations training are that there 
should be a ser ie s  of centrally  organised and funded courses and that a 
national training manual should be produced.
Tiie next meeting of the Training Council w il l  take place on 17 October. I t  would 
therefore be helpful to have comments on the paper as soon as possioue. I am 
sorry that we have been faced with th is  very short timescale for comments.
Yours fa ith fu lly
L \
J  C LEWIS
RA 77/25 ^
_ . RNO 7 /9 /7 7
RHAT 77/19
HI CONFIDEI/CE
NATIONAL TRAINING COUNCIL FOR TK2 NATIONAL HEALTH SERVICE .
INDUSTRIAL RELATIONS TRAINING
Introduction
1 . The National Training Council has since i t s  inception attached prime importance 
to in d u str ia l  re la t io n s  tra in ing  in the National Health Service. Because of the 
la te  emergence of the personnel function, the scope for the development of such 
tra in ing  i s  very great. On the other hand, shortage of money i s  aggravating the . 
d i f f i c u l t i e s  of the s itu a t io n ,  with double e f f e c t .  By increasing the strains
upon s t a f f  in  a l l  d isc ip l in e s  at a l l  l e v e l s ,  i f  makes good in d u str ia l re la tions  
even more d i f f i c u l t  to achieve. At the same time, by in h ib it in g  the deployment 
of resources, i t  l im its  a b i l i t y  to in s t i tu te  training. The Training Council has 
therefore given a lo t  of a tten tion  to th is  subject,, at f i r s t  in plenary session  
but recently  through a Working Group, led  by the Vice-Chairman of the Council, 
i-ady McCarthy.
2. The Group's task has been to examine the industria l re la t io n s  training  
being undertaken in the National Health Service and to recommend possib le  future 
a c t i v i t i e s .  After nine meetings, twenty v i s i t s  and two consultations with 
representatives of the personnel function, a f i r s t  report has been presented by 
the Group to the Council and accepted as a proper basis for further action. Tho 
next step i s ,  through the present document and discussion of i t ,  to extend the 
process of consultation  into wider f i e ld s .  The Working Group's ultimate aim
is  to produce firm recommendations to the Training Council of immediate action  
on tra in ing  within the framework of co-ordinated plans for the future.
Present Industria l Relations Training
3. Three main kinds of a c t iv i ty  are d iscern ib le .  Regions and Wales undertake 
training for in d u str ia l  re la t io n s  as part of their  general training programmes; 
the National Management Education Centres teach the subject as part of their  
management tra in in g  courses; and over some two years a national p i lo t  scheme, 
funded by DHSS, has been running in  fourteen D is tr ic t s ,  one per Region.. Brief  
summaries of the Working Group's findings in regard to each kind of a c t iv ity  
are given in the following paragraphs, .
Training in Regions
4 . Regions vary in the resources which they put into training of th is  kind.
Some of them have prepared comprehensive training packages for use on courses
throughout the Region. Others rely  heavily on outside assistance from academic 
sources. A ll of them have mounted some training on employment le g is la t io n  in 
general and the Health and Safety at Work Act in particular.
5* Points of d e ta i l  are:
5 .1 .  Several Regions have found i t  necessary to produce training handbooks,
based on explanations of recent le g i s la t io n ,  in a form that w i l l  be usef’ul
to both s p e c ia l i s t s  and l in e  managers. Although content varies somewhat, 
material on le g is ia c ic n  i s  common to a l l .  To people in the Regions concerned 
who have invested considerable time and money in the production of such 
rnaterial, a waste o f  resources seems to have occurred.The point has been made 
frequently that provision of a national handbook embodying the common material 
would have saved valuable time and money erd can yet do so.
5.2« Some Regions have sp ec ia lised  in forms of training and developed 
" l ib r a r ie s ” of documents and information about them. Because of inadequate 
communications, however, the existence and a v a i la b i l ity  to others of these  
sp e c ia l is e d  c o l lec t io n s  i s  r e la t iv e ly  unknown. Here again, therefore,  
waste o f  resources may be occurring,
5«3* I t  has been encouraging to learn that a quarterly news-sheet for  
personnel s p e c ia l i s t s  has been launched, which i s  to carry information l ik e  
t h i s ,  among other items. I t  would, however, be useful i f  more generalised  
and deliberate  arrangements could be made for Regions to become aware of  
what help i s  obtainable from others,Such resources as are available for training  
should not be used for the production of material which already e x i s t s  elsewhere.
aining in Wales
In Wales, traininp: i s  prima r ily  an AHA respo n s ib i l i ty  and r e f le c t s  lo c a l
_ j -------------------  — - I I —  II I» i ‘ '*1,1 mi" — ........................  ■! II,#  . . . W  ,  I I ,   n ~i t»-i----------- --— m
eds and o p o o r o u n i t i e s Generally, the emphasis i s  upon employment law, the 
eject being taught mainly by College and Polytechnic lecturers on induction  
i management courses and in sp ec ia lised  seminars; but the national V/hitley 
imvork and lo c a l  procedures are also  covered, with practica l negotiating and 
Levance -  handling exerc ises ,
:ional Management Education Centres
Five centres are wholly or partly funded by DKSS, at the U n ivers it ies  of  
•ningham, Leeds and Manchester, at L eicester Polytechnic and at the King's 
,d College. Centres' main teaching work i s  on the senior management development 
rses ,  administrators' development courses and National Administrative Training 
erne courses. The industr ia l re la tions  content of these courses extends over 
e four or f iv e  days. I t  does not vary greatly . Most attention seems to be 
|en to the reinvent l e g is la t io n ,  though with considerable emphasis a lso  on exercises  
egotia tin g  s k i l l s .
Leeds and Leicester  sp e c ia l ise  in industria l re la tions and by virtue of that 
 ̂ do a great deal of the training in the subject provided by th eir  "home" 
onal A u th or ities ,resp ective ly  Yorkshire and Trent. Leicester i s  used a lso  by 
f organisations for schools and seminars. Leeds i s  currently designing tra ining  
ages on particular aspects of industria l r e la t io n s .  Birmingham was jo in t  
sor with Keele University of the National P ilo t  Scheme.
4ual P i lo t  Scheme
, In the f i r s t  phase of th is  scheme, eight un i-d isc ip linary sess ions of industr ia l  
tions training for specif ied  senior managers from one D is tr ic t  in each of the 
?ns were held at the U n ivers it ies  of Birminghsim and Keele. The objective was 
ktivate and prepare the managers for lo ca l  workshops on the subject. After  
' in i t i a l  training, m ulti-d iscip linary  workshops would proceed with the develop-  
of p o l ic ie s ,  procedures and training for good industrial re la tions  in th e ir  
i c t s .  From th is  a c t iv i ty ,  a "cascade effect" would, hopefully, carry the 
i t s  in to  other D is tr ic ts  of the Regions and in time throughout the Service.
For the Working Group, fourteen v i s i t s  have been paid to D is tr ic t  Workshops,
I one - per D is tr ic t  involved in the P ilo t  Lcheme, together with s ix  v i s i t s  to 
d̂ a c t i v i t i e s .
n the Group's view, the P ilo t  Scheme as conceived and executed has been 
ly  successfu l in motivating participants, and raising  perceptions. Through 
re of ignorance and lack of expertise , i t  has whetted appetites and prepared 
y for prompt and vigorous follow-through. Such action began in the Autunn 
p, when DHSS and the NSC(Nl-M) mounted three courses and a workshop for personnel 
rs at Area le v e l ,  involving 46 Areas in England and Wales.
L V
12. In the course o f  v i s i t s ,  a fundamental c r it ic ism  met has been that the 
opportunity to  provide the Service with a strong lead through a national tra in in g  
framework with scope for lo c a l  variations has been l o s t .  For lack o f  a framework, 
some people have professed to f e e l  iso la te d  and exposed . to a l l  the u n c e r ta in t ie s  
of s e l f  h e lp . - To l e v e l  a c r it ic ism  l ik e  t h is  at the P i lo t  Scheme i s  misconceived, 
s in ce  i t s  remit was not designed to provide such a framework, but the point seems 
v a lid  as  a comment on the lo s s  of an opportunity at the centre . The Working 
Group regards the lo s s  as material and would l ik e  to see i t  remedied quickly. The 
P i lo t  Scheme w i l l  have provided experience from which a national tra in ing  framework 
can be developed. Meanwhile the v i s i t s  to  workshops have brought out the 
in e sc a p a b i l i ty  cf d ifferen ces  between the various D is tr ic t s  in background, a t t i tu d e s  
and s t y l e s  and the consequent importance of scope within a framework for lo c a l  
v a r ia t io n s .
1 3 . As to  the "cascade e f f e c t" ,^success within a D is tr ic t_can be seen to depend 
on the presence there o f  in terested  peoole'^with" strong~"n^sonalities yet measures 
of t a c t .  Again, some impressions have been gained auring v i s i t s  to worksHops * 
md re la ted  a c t i v i t i e s  of  people regarding themselves as having l i t t l e  or nothing  
to le a r n , of being contributors rather than b e n e f ic ia r ie s  -  a recipe for trou b le .
In wider f i e l d s ,  factors  in h ib it in g  to success may be: reluctance to accept 
others as s u f f i c ie n t ly  knowledgeable when th e ir  knowledge i s  of recent or ig in ;
a lack o f  people with teaching experience; and a dependence on the vagaries o f  
■ re la t ion sh ip s  between .D is tr ic ts  and with Areas and Regions. Despite a l l  t h i s ,  . 
however, s e r io u s  and su b stan tia l  hopes of success for the "cascade e f fe c t"  are 
enterta ined  by the Working w^oup.
Conclusions
14. The Working Group considers . that a tra in in g  phase should now follow  the 
P i lo t  Scheme, based on a national framework with scope for lo c a l  var ia t ion s  and 
having p a rt icu la r  reference to the extension 'of knowledge and the development o f  
s k i l l s .  The personnel function makes an obvious choice for f i r s t  a t te n t io n ,  
since i t  i s  the prime NHS source of expertise  on the subject for managers 
generally ; a lso  because personnel o f f ic e r s  have a p ro fess ion a l concern to improve 
the q u a li ty  of the management o f  in d u str ia l  re la t io n s:  though a rapid build-up
">f knowledge and s k i l l s  seems to be required over the Service as a whole. The 
Working Group has therefore framed proposals for tra in in g  which, as indicated  
above, have been put to the t e s t  of consultation  with representative  personnel 
s t a f f  and modified in  the l i g h t  of comments made. These proposals are meant to  
complement e x is t in g  a c t iv it ie s ,w ith o u t  in the le a s t  replacing or r e s t r ic t in g  them, 
and to ' le a v e  f u l l  scope for  i n i t i a t i v e s  by others. • .
Proposals for Training *
15* For the immediate future, i t  i s  proposed that two or three courses be 
ce n tr a l ly  organised and funded, each of two weeks' duration and eacî- for about 30 
personnel s t a f f  from a l l  organisational l e v e l s  and d is c ip l in e s .  These courses  
would aim: mainly to consolidate the knowledge and develop the s k i l l s  needed to
carry out the current and future ro les  of personnel s t a f f  in the f ie ld  of in d u str ia l  
r e la t io n s ;  but a lso  to help partic ipants subsequently to impart knowledge to and 
develop s k i l l s  in other s t a f f .  A basic fa m ilia r ity  would be assumed with employment 
l e g i s l a t i o n ,  relevant trade union h isto ry , unions present organisational patterns,  
the V,hitley structure and pay systems, so that a tten tion  might be concentrated on 
areas o f  current and prospective development and change and deeper le v e l s  of
understanding.
X6- The knowledge elements of the proposed course would cover;
16 .1 . employment l e g i s la t io n  and case law;
16 .2 . development o f the personnel function in industry and the'NHS.
1 6 . 3 . development of trade unions and professional a sso c ia t io n s ,  particularly  
in  re la t ion  to the NHS:
1 6 . 4 . in ternal organisation of trade unions and professional a ssoc ia tion s  
operating within the NHS; and the r o le s ,  r e s p o n s ib i l i t ie s  and duties of  
th e ir  o f f ic e r s  at the various le v e ls ;
16 . 3 . the impact of organised labour on management control;
• - '
16 . 6 . organisation of the V/hitley structure;
1 6 . 7 • pay systems: availab le  methods; th e ir  relevance to the NHS; 
advantages and disadvantages; points about negotiations;
1 6 . 8 . in d u str ia l  re la t io n s  im plications of manpower planning;
1 6 . 9 . the in d u str ia l  re la t io n s  ro le  of the personnel o f f ic e r  in the NHS.
.?• On s k i l l s ,  the syllabus would take in;
17-1. the establishment of policies acceptable to both s id e s ,  notably in  
regard to planning, consultation , p art ic ip a t ion , change, motivation and 
communication;
1 7 . 2 . processes of negotiation , with sp e c ia l  reference to pay and productivity  
agreements and th eir  implementation; . .
17 . 5 . grievance and d isc ip lin ary  procedures from i n i t i a l  stages to preparation 
for and appearance before Industrial Tribunals;
17 . 4 .' co n c il ia t io n  procedures;
17 . 3 . the handling of c o n f l ic t .
 ̂ The number of courses on these l in e s  should progressively increase, beginning 
|h two or three at Harrogate, say and subject to evaluation spreading f ir s t  
l"ational Education Centres and thereafter to su itab le  Regional venues. Mean- 
lie, those who have attended e a r lier  courses should be encouraged to disseminate 
I b enefits  among colleagues, particu larly  in l in e  management with a view to  
t^easing awareness of ana atten tion  to the in d u str ia l  re la t io n s  im plications  
everyday a c t i v i t i e s .  To a s s i s t  in the la t t e r  process, a tra ining manual would 
required, for use by pc-rsornel s c a ff  and others.
,onal Training Manual
I
I Having regard to points made above, in paragraph 3, a national publication  
fe to be indicated , which Regional Personnel O fficers and the Working Group
e ight undertake to develop, as a jo in t  project. I t  may be early to go into  
extended d e ta il  and yet an immediate need for something of the kind can be 
seen. A lo o se - le a f  binder and a service for up-dating and developing content 
would be the required v eh ic le s .  Immediate content should be factu a lly  
informative and items for inclusion  might be; teaching documents from the 
proposed courses; Whitley agreements; codes of practice; model procedures; rules  
on sickness; recognition of unions; r ights  and r e s p o n s ib i l i t ie s  of shop stewards; 
guidance on handling of grievances; breaches of d isc ip l in e  and disputes; ramifications  
of p icketing; notes on cases of major s ig n if ic a n c e ; and s e le c t  b ib liographies.
Upon such beginnings ^processes of development could build .
A Training Framework
20. Consideration has been given a lso  to how to set the proposed courses into  
a wider framework, for carrying such tra ining forward, with particular reference  
to  tra in ing for l in e  managers and the following questions have been id en tif ied  
for examination in  d e ta il;
20 .1 .  wliether to work from the bottom upwards or v ice  versa;
2 0 .2 .  on what groups to begin: for instance, on administrators as key
people to  help in the meeting of needs; on nursing s t a f f , as working in  a
developing area of industria l re la t io n s  and as having a great d isparity  
of tra in ing  needs; on para-medical s ta f f ;  on managers of an c il lary  and 
other support services;, on particular units; on d is t r ic t  management teams; 
on m u lti-d isc ip linary  groups; on senior managers;
2 0 .3 .  how to  practise  devolution in th is  context,
I The Present Need
21. Against the background of paragraphs 1 to 13, the rest o f  th is  paper s e ts  out 
training proposals and thoughts on a s tra teg ic  approach which have been discussed  
su c c e ss iv e ly  with Regional Personnel O fficers and a seminar of personnel s t a f f  
drawn from a l l  le v e ls  of the Service and including a doctor and nurses. Reactions 
h^ve been àvourable, though suggestions for improvement have been made, which are 
:w included and gra tefu lly  acl<novledged.- In presenting th is  paper to groups and 
in ter ests  outside rhe personnel function, th e ir  views are invited  and w i l l  be 
welcomed. The aim i s  to make recommendations to the Training Council at th e ir ' 
next meetinr on 17th October zn a t  w i l l  enjoy veneral sunnort and that can lead to 
line openTnF*Ti~a new pnase in training for in d u str ia l re la t io n s  before the end 
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1 . An a  r e s u l t  o f  t h e  e v & lu ^ .tio rs  mrde o f  t h e  f i r s t  t^vn ii^dus t r i a i  
r e l a t i o n s  c o u r s e s  r im  unde?: t h e  a e g i s  o f  t h e  K a t io i j s l  O ro in ih g  
Coim.oi.l, t h e  s t r u c t u r e  o f  t h e  t h i r d  c o u r s e  r a n  s u b s t a n t r a l l y  m o d if ie d  
a s  in d ic a te d ,  i n  t h e  c o u rs e  p rogra irijc  a t t a c h e d  a s  Annex A. As a 
r e s u l t  o f  t h i s ,  and a l s o  t h e  way i n  w hich  t h e  c o u rs e  Gcmhersl.dp 
^ge3.1ed'% t h e  t h i r d  c o u r s e ,  w hich  to o k  p l a c e  a t  I h i r r c g a te  f r o n
Ü t o  16 J u n e ,  a p p e a r s  t o  have bean, v e r y  s u c c e s s f u l ,  dhe c o u rs e  
s i s e  ( 2 9 ) #58 however s t i l l  g e n e r a l l y  th o u g h t  t o  hove b e e n  e x c e s s iv a .
A f u l l  e v a lu a c ic n  r e p o r t  i s  b e in g  p re p a r e d  [uid w i l l  f o l lo w  i n  due 
cou rse ..
2 .  A t ta c h e d  a s  Annex B o re  a n a l y s e s  o f  :~
a )  t h e  t h i r d  c o u rs e  n c i fb e r s h ip ;
b )  t h e  .uembershi-p o f  t h e  f i r s t  t h r e e  coumses by  
. f u n c t i o n  and g ra a o ;
c )  t h e  m em bership o f  t h e  f i r s t  t h r e e  c o u r s e s  by  c c i in ty  
and r e g i o n .
5« I t  w i l l  be  s e e n  from  t h e s e  a n a l y s e s  t h a t  t h e  f i r s t  t h r e e  c o u r s e s  
have  t o g e t h e r  c o v e re d  a  t o t a l  o f  67 o f f i c e r s ,  4- o f  whom w ere n o t  
" p e r s o n n e l  s p e c i a l i s t s " .  Tha o v e r a l l  p o p u l a t i o n  o f  p e r s o n n e l  
s p e c i a l i s t s  i n  E ngland  and W ales -  w hich  i s  c f  c o u r s e  in. any  e v en t  
a lw ay s  t u r n i n g  o v e r  t o  seme e x t e n t  -  i e  o f  t h e  o r d e r  o f  l.tO D *
We hope t h a t  HBl’Os end hl'Os w i l l  g iv e  some t im e  a t  t h e i r  J u l y  m e e tin g s  
t o  t h e  q u e s t io n  o f  t h e  crctent t o  and m ethods by w hich  t h i s  ty p e  o f  
t r a i n i n g  f o r  p e r s o n n e l  s p e c i a l i s t s  sh o u ld  bo c o n t i n u e d .  The eub.joct 
w i l l  t h e n  be  d i s c u s s e d  f u r t h e r  b y  t h e  N a t io n a l  T r a i n in g  C o u n c i l ' s  
W orking Group on. 21 Ju ly*
4 .  P r é s e n t  f i r m  p l a n s  a r e  t h a t  t h r o e  f u r t h e r  c o u r s e s  sh o u ld  be  mounted 
a t  H a r ro g a te  d u r in g  t h i s  coming w i n t e r ,  b u t  w i th  a  red u ced  membership 
o f  20 o f f i c e r s  on e ac h  c o u r s e .  Mr S t u a r t  Dimmock w i l l  a g a in  be  t h e  
C ourse  D i r e c t o r  f o r  t h e s e  t h r e e  c o u r s e s .  I t  m igh t bo w o r th w h ile  f o r  
one ( d i f f e r e n t )  EPO t o  be  c l o s e l y  a s s o c i a t e d  w i th  eac h  c o u rs e  a s  a 
member o f  t h e  t u t o r i a l  team .
5 . A d r a f t  h e a l t h  n o t i c e  an n o un c ing  t h e s e  t h r e e  c o u r s e s  i s  a t t a c h e d  
o.s Annex C. G iven t h a t  p r e - s e l e c t i o n  i n t e r v i e w s  on a  c e n t r a l i s e d  
b a s i s  a r e  n o t  p r a c t i c a b l e  -  and i n  p r i n c i p l e  t h i s  would c l e a r l y  bo 
d e s i r a b l e  i n  o r d e r  t o  e n su re  a  s a t i s f a c t o r y  "mix" on each  c o u r s e  -
i t  i s  hoped t h a t  RPOs/RIifOs w i l l  pay  s p e c i a l  a t t e n t i o n  t o  t h e  s e l e c t i o n  
o f  nom inees from  each  r e g i o n .  I t  i s  n o r  c o n s id e r e d  d e s i r a b l e  t o  
r e s t r i c t  n o m in a t io n s  by r e f e r e n c e  t o  g r a d in g  l e v e l ,  s i n c e  t h i s  m ight -  
on t h e  e v id e n ce  o f  t h e  f i r s t t h r c e  ccourses -  e x c lu d e  some o f f i c e r s  who 
would i n  a l l  o t h e r  r e s p e c t .3 bo a d m ira b le  members o f  biiene c o u r s e s .
1 •
6 o T h e r e a f t e r ,  i t  i s  i n t e n d e d  t o  mount t h r e e  f u r t h e r  c o u r s e s  -
a g a in  o f  20 n o r b e r s  each  -  a t  H a r ro g a te  i n  t h e  s p r i n g  o f  1979»
P r e c i s e  a r ra n g e m e n ts  f o r  t h e  d i r e c t i o n  o f  t h e s e  c o u r s e s  have  n o t  
y e t  b e en  d e te rm in e d :  b u t  a g a in  i t  n i g h t  be  u s e f u l  f o r  one ( d i f f e r e n t )
Rl'O t o  be a s s o c i a t e d  w i th  eac h  c o u r s e ,
7<. A f t e r  t h a t ,  c o n s i d e r a t i o n  i s  b e in g  g iv e n  t o  t h e  f o l lo w in g  t h r e e  
o p t io n s  f o r  c o n t in u e d  t r a i n i n g  o f  p e r s o n n e l  s p e c i a l i s t s ,  w hich  
a r e  n o t  m u tu a l ly  e x c lu s iv e
a )  c o n t in u in g  w i th  a r e g u l a r  (m o n th ly ,  b i - m c n t b l y j  o r  
q u a r t e r l y ;  s e r i e s  c f  c e n t r a l i s e d  c o u r s e s  a t  H a r ro g a te ;
s  • -
b)  , s p o n s o r in g  c o u r s e s  a t  each  N a t io n a l  E d u c a t io n  C e n t r e ,
each  C e n tre  t o  c o v e r  i t ^ s  cu s to m ary  c o n s o r t iu m  o f  
" r e g i o n s ;  ,
X: c )  one e n ra g in g  t h e  m oun ting  of s i m i l a r  c o u r s e s  b y  ( ^
\ '' i n d i v i d u a l  r e g i o n s .
Comments from  RETO3 and RPOs c n  t h e s e  o p t io n s  w i l l  b e  welcome a t  
t h e  J u l y  m e e t in g s  w i th  t h e  D ep ar tm en t .
8 .  H aving e s t a b l i s h e d  t h e  n e c e s s a r y  momentum on t r a i n i n g  f o r  
p e r s o n n e l  s p e c i a l i s t s ,  t h e  N a t io n a l  T r a in in g  C o u n c i l *£ Working 
Group i s  new t tu rn in g  i t s  a t t e n t i o n  t o  t h e  q u e s t i o n  o f  i n d u s t r i a l  
r e l a t i o n s  t r a i n i n g  f o r  l i n e  m an ag ers .  The Group h a s  i d e n t i f i e d  
the- following t h r e e  l e v e l s  o f  l i n e  management, e ac h  o f  w hich  
p r o b a b ly  r e q u i r e s  a  d i f f e r e n t  a p p ro a c h .
a) Health A u t h o r i t y  members and senior officers;
b )  m id d le  m an ag ers ;
c )  f i r s t - l i n e  s u p e r v i s o r s .
The p r e l i m i n a r y  v iew s  o f  RETOs and RPOs on t h e s e  q u e s t io n s  w i l l   ̂
a l s o  be  v e ry  h e l p f u l  a t  t h i s  s t a g e .
9. In o r d e r  t o  f a c i l i t a t e  f u r t h e r  in fo rm ed  c o n s i d e r a t i o n  of t h i s  
subject, t h e  Working Group with t h e  Department a r e  a r r a n g i n g  a  
se m in a r  t o  t a k e  p l a c e  on Friday 8 S e p t e m b e r The p r e c i s e  mem bership 
o f  t h i s  se m in a r  h a s  n o t  been determined; b u t  i t  i s  l i k e l y  t o  . in c lu d e  
4 r e p r e s e n t a t i v e s  from  each  o f  t h e  t h r e e  c o u r s e s  that have  a l r e a d y  
b e e n  h e ld  f o r  p e r s o n n e l  s p e c i a l i s t s .
DIISS/P4C July 1978
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DRArC nEALTIl NOTICE  ̂ fIN(78)
TC: Rogionnl HorJ.th Author!t i o a  ) f •
Hoard5 of  Governors ^ Oi. ,. ĉ,n
Area K--a3 th Authori tics ) _ . .
Community Hialth Councils ) '''''
PSBSONNEL 
STAFF TRAINING
CENTRALLY -  ORGANISED COURSES - INDUSTRI/L RELATIONS TRAINING
Summary
This  Notice gives information about and r e q u e s t s  nominations (from Regional  
H ea l th  A u th o r i t i e s  and Boards of Governors) fo r  throe c e n t r a l l y  organised  courses  
on i n d u s t r i a l  r e l a t i o n s .
P r e s e n t  T ra in ing  Plans
1,  HN(77)39t gave informat ion  about th ree  courses  on i n d u s t r i a l  r e l a t i o n s ;  i t
i s  now the in t e n t i o n  to mount another th ree  in  the Winter of  1978-79. P lease  note
t h a t  the da te s  a re  no t  i d e n t i c a l  with those given in  HH(78)30.
2o The courses ,  developed by a Working Group of the N at iona l  T ra in ing  Council 
i n  c o l l a b o r a t i o n  with the Department and a f t e r  ex tens ive  c o n s u l t a t i o n  with 
r e p r e s e n t a t i v e s  of the NHS, w i l l  be cont inuous  ( i e  w ithout  a  weekend break) and 
v / i l l  be mounted on a r e s i d e n t i a l  b a s i s  as  fo l lows:
Locat ion  I n c lu s iv e  d a t e s
NHS Tra in ing  and Studie s  lunch 20 November -  lunch 1 December 19?S
Cent re ,  Har rogate,  lunch 10 December -  lunch 21 December 1978
lunch 8 January -  lunch 19 January  1979
The membership of  each course w i l l  be r e s t r i c t e d  to  about  20. Taking the  t h r e e
cou rses  to g e th e r ,  fou r  p laces  a re  in tended  f o r  eacli Engl ish  r eg ion ,
3 .  The course has been designed for s t a f f  who are predominantly engaged on 
i n d u s t r i a l  r e l a t i o n s  d u t i e s .  Members w i l l  be assumed to have a basic f a m i l i a r i t y  
with employment l e g i s l a t i o n ,  the V/hitley system, the h i s t o r y  and o rg /in isa t ion  of  
t r ade  urhons and p ro fe s s io n a l  a s s o c i a t i o n s  and with pay systems and manpower pl.annin? 
I t  i s  t h e re fo re  anticipated t h a t  nominations w i l l  genci’a l l y  bo confined to sen io r  
eta If wotidng in l’crscàincl Depar tm'ui Is and to S p e c i a l i s t s  in  Commun! ty Medicine and 
Nurses engaged on personnel  du t ie; ; .
à-. The cou r will  provide advanced hn ; t i o a  and t r a i n  ing in s u b je c t s  inEovant
to the conduct  of  i mi u s t r i a l  r e l a t i o n s  in tru' NHS and w i l l  bo p a r t i c i p â t ! vo in
n n tu ro .  Tlic main s u b jo c t s  to bo covered wil l  ho :-
a) the ro lo  of  the personnel  s p e c i a l i s t ;
h) the s t r u c t u r e  and opéra t ion  c f  s t a f f  o rg a n i s a t io n s ;
c) employment l e g i s l a t i o n ;
d) manpower p lanning;
e) workplace o rg a n i s a t io n  and management r e g u l a t i o n ;
f)  union membership ag:?eorients arid d i s p u te s  procedures ;
g) grievance and d i s c i p l i n a r y  procedures ;
h). n e g o t i a t i o n  s k i l l s  and gr ievance  handl ing;
i )  i n d u s t r i a l  t r i b u n a l s .
5° The Course D irec to r  w i l l  be Mr S tu a r t  Dimmock of the N uf f ie ld  Centre for  ^
Health  Serv ice S tud ie s  a t  the U nivers i ty  of Leeds. Speakers and t u t o r s  w i l l  
be drawn widely from o the r  n a t io n a l  Management Education Cen t res ,  the i n d u s t r i a l  
r e l a t i o n s  f a c u l t i e s  of o the r  u n i v e r s i t i e s ,  the NKS and the Department.
FINANCE
6. The course fee ,  which covers t u i t i o n  c o s t s  and the c o s t s  of accommodation 
and meals,  w i l l  be met by the Department. STM 47/70 i n d i c a t e s  d i r e c t l y  or by 
c r o s s  re fe re n c e  that employing a u t h o r i t i e s  have d i s c r e t i o n  to grant paid  leave 
and pay t r a v e l l i n g  expenses in  r e s p e c t  o f  those who a t t e n d .  I n c id e n ta l  expenses 
al lowance may be pa id  in accordance with H3\'(77)14.
('
FURTHER DEVELOPMENT
7.  These th ree  courses  w i l l  be c a r e f u l l y  monitored and eva lua te d  by the Nat ional  
T ra in ing  C o u n c i l ' s  Working Group. In the l i g h t  of  exper ience  gained from these 
courses  and those a l r e a d y  mounted , the Working Group w i l l  develop fu r th e r  pro
posa is  aimed a t  In c re a s in g  the l e v e l  of  i n d u s t r i a l  r e l a t i o n s  e x p e r t i s e  with in  the 
NHS, Those p roposa ls  arc l i k e l y  to inc lude :
a) the product ion  of  a t r a i n i n g  manual based on the m a te r i a l  generated 
dur ing  the i n i t i a l  s p e c i a l i s t  courses ;
b) tlio mounting of f u r th e r  s p e c i a l i s t  courses ;
c) the  i n d u s t r i a l  r e l a t i o n s  t r a i n i n g  needs of  Hea l th  A u th o r i ty  members and 
l i n e  managers a t  a l l  l e v e l s .
ACTK'M
o .  In  o rd e r  t h a t  the Course Director may ensure  t h a t  eac)i of  the tl irce cou rse s  
covers  a s u i t a b l e  mix o f  s t a f f ,  by reference to the v a r io u s  l e v e l s  of the  NHS 
and the d i f f e r e n t  d i s c i p l i n e s  l i k e l y  to  be nominated a s  well  a s  to age and 
exper ience ,  each RHA i s  i n v i t e d  to nominate a pool of  8 o f f i c e r s  fo r  a t tendance  
a t  the c o u r s e s .  A d d i t i o n a l l y ,  one nominet ion may be subm it ted  by each Board 
o f  Governors* Nominations w i l l  only bo accep ted  from Regiona l  Hoaltli A u t h o r i t i e s  
and Boards of  Governors. The s e l e c t i o n  o f  membersliip f o r  each  course w i l l  be 
made and n o t i f i e d  as  soon as p o s s ib le  a f t e r  the c l o s i n g  da te  f o r  nomina t ions .
9» Nominations as  above sJ^xild be s e n t  i n  the form of  the Appendix to t h i s  N otice  no 
l a t e r  than 29 September 197o to Miss K M i l l e r  a t  the ad d re s s  below.
From
P ersonne l  D iv is ion  4C 
F r i a r s  House
1 5 7 -1 6 8  B l a c k f r i a r s  Road 
London SE1 BETJ
01-705 6580 Ext 4156 N/I49/65
F u r th e r  co p ie s  o f  t h i s  Notice may be ob ta ined  (by w r i t t e n  r e q u e s t  wherever 
p o s s i b l e ,  p l e a s e )  from DHSS S to r e ,  S c h o l e f i e l d  M i l l ,  Brunswick S t r e e t ,  Nelson,
Lancs BB9 OHU. Tel Nelson (0282) 624-11/2 ext I7 .
A PR EN I'.L a  to
HN(7'8)
NCMINATIC'; FOR ]N:)US'!RT/'.L Rn,/.T10NP. COURSES
/ Kc'ime
Age group (d e l e t e  those not  app l icob ip  20-p0 30-40 40-50 50-60
Employmen t  Location ( i n s e r t  as  app rop r ia te  ) : o . Region
Grade Sca le  ( i f  A & C)
P re s e n t  job d e s c r ip t io n
Length of  time in  p resen t  job 
P ro fe s s i o n a l  q u a l i f i c a t i o n s
Which ( i f  any) of  the courses  v/ould not  be convenient  ( d e l e t e  as appropr ia te )
Location  In c lu s iv e  Dates
Harrogate 20 November 1978 to  1 December 1978
Harrogate 10 December 1978 to 21 December 1978 (nb s t a r t i n g  on a Sunday)
Harrogate 8 January 1979 -  19 January 1979
L i s t  i n  o rder  of  importance the  th roe  s u b je c t s  i n  which t r a i n i n g  i s  e s p e c i a l l y  sought
2      .
3 .  ......................................................................................
Signature of RHA/BG nominating offi.ccr
National Training Council for the National Health Service
Friars House 157-168 Blackfriars Road London SE1 8EU
Telephone 01-<flOZ36S22:ext 4 2 ? 7  
Chairman S ir  DavlcL P e r r ls  MBE JP 7^5 638O
Secretary V F Jones
Mr P ViTlite Your reference
A cting D irec to r
H ealth  Services Management Centre Our reference
Park House
40 Edghaston Park Road
BIRMINGHAM BI5 2RT \ ^  June 1979
Bear Bon
INDUSTRIAL RELATIONS TRAINING
You w ill  remember th a t ,  on I 4 March, re p re sen ta tiv e s  of the  f iv e  N ational  ̂
Education Centres met the  Working Group on In d u s tr ia l  R elations T raining to  
d iscuss proposals fo r  a programme o f tra in in g  in  in d u s tr ia l  r e la t io n s ,  includ ing  
continu ing  t ra in in g  fo r  personnel s p e c ia l is t s .  As a r e s u l t  o f th a t  meeting you 
prepared  a fu r th e r  paper which was discussed "by th e  Working Group in  A pril and 
again a t  a meeting l a s t  week.
The Working Group i s  concerned, as you know, about t ra in in g  on two broad f ro n ts ;  
f i r s t ,  fo r  personnel s p e c ia l is ts  a t  a l l  le v e ls ,  by m aintaining the  momentum of 
the  courses a lready  arranged; and secondly, ca rry in g  in d u s tr ia l  r e la t io n s  t ra in in g  
to ,  u ltim a te ly , a l l  NHS managers, w ith a l l  th e  d if fe re n t le v e ls  of need and approach 
th a t  th a t  im p lies . Much o f the  l a t t e r  programme w il l ,  o f course, be c a rr ie d  out 
by a u th o r it ie s  themselves ra th e r  than be arranged c e n tra l ly  but th is  i s  no t to  say 
th a t  c e n tra l  advice and support w ill not be needed, a t  le a s t  i n i t i a l l y .
So f a r ,  you have expressed an in te re s t  in  help ing  w ith courses fo r  personnel 
s p e c ia l is ts  and have o u tlin ed  proposals on th e  broader f ro n t ,  sub jec t to  ad d itio n a l 
funding being a v a ila b le , and these in te r e s ts  have been welcomed by the  Working 
Group.
On th e  question o f con tinu ing  courses fo r  personnel s p e ic a l is ts ,  i t  i s  estim ated 
th a t  a  minimum o f ten  more courses w ill be needed over the  next two years i f  
demand i s  to  be met, probably with some m odification  o f th e  course programme to  
meet s l i ^ t l y  d if fe re n t  needs which are  beginning to  emerge. The Working Group 
would now f in d  i t  h e lp fu l to  know what co n trib u tio n  your Centre could make to  
th is  o b je c tiv e , with o r w ithout a d d itio n a l resources and with o r w ithout new 
in i t i a t iv e s  on th e  broader f ro n t .  I f  ad d itio n a l resources would be req u ired , i t  
would be h e lp fu l i f  they  could be q u an tified .
In p a r a l le l  w ith p rov ision  fo r  personnel s t a f f  we have th e  wider o b jec tiv e  of 
t ra in in g  managers and on th i s  th e  Working Group have f e l t  th a t  your second paper 
did no t contain  s u f f ic ie n t  d e ta i l  to  enable them to  form ulate any recommendation 
to  the Department a t th is  s tag e . What they  need i s  a d iscussion  o f the proposed 
tra in in g  programme(s) w ith an o u tlin e  o f method and approach, d e ta i ls  o f content 
and estim ated  resource im p lica tio n s. I f  th i s  kind of inform ation can be given fo r  
d if fe re n t sec tio n s  of the programme ( fo r  example, i f  ap p ro p ria te , t ra in in g  fo r  
members of a u th o r it ie s  might be assessed  sep a ra te ly  from th a t  fo r  l in e  management) 
and perhaps w ith  a l te rn a t iv e s  on resource im p lica tio n s, th is  would be most u sefu l
.1°"̂  Social Services and for Wales on the general strategy, development
to  the  Working Group in  th e i r  ta sk  of a sse ss in g  what can be done and making 
th e i r  recommendations. I f  any p a r t of th e  proposed programme could be achieved 
Tadthin e x is tin g  resources i t  would be h e lp fu l i f  th i s  were to  be s ta te d .
As u su a l, I  am a f ra id  th a t  we are pushed fo r  tim e, p a r t ic u la r ly  on making 
arrangements fo r  courses fo r  personnel s p e c ia l is ts  which we should l ik e  to  continue 
in  th e  autumn, and we should be most g ra te fu l i f  you could l e t  us have an ea rly  
re p ly , a t  le a s t  on th is  p o in t. N either do we wish to  delay unduly on the broader 
issu e s  and on these  we should l ik e  a rep ly  by 2 Ju ly  i f  you can p o ssib ly  manage 
i t ,
I  am ^vriting in  s im ila r/ to  Brian Edwards a t  L e ices te r  and Jim H u^es a t  Manchester 
and am copying th is  l e t t e r  to  S tu art Bimmock fo r  in form ation .
We s h a ll  look forward to  hearing  from you.
Yours s in ce re ly
V P JONES 
S ecretary
Working Group on In d u s tr ia l  
R ela tions T rain ing
PS P lease note th a t ,  w ith e f fe c t from Monday 18 June, my address and telephone 
number w ill be: Hannibal House, Elephant and C astle , London SE1 6TE; Tel 01-703 6380
Ext 3309.
In Confidence '
UNIVERSITY OF BIRMINGHAM 
H ealth Serv ices  Management Centre
SEMINAR FOR SENIOR MANAGERS ON INDUSTRIAL ACTION IN THE NHS HELD ON
. 15th June 1979
The seminar worked in  the  th re e  syn d ica te  groups who considered  th re e  
broad a rea s  which make up the key is s u e s  in  determ ining management*s 
s t r a t e g y  for coping w ith  i n d u s t r i a l  a c t io n .  Syndicate  one looked a t  . 
s t r a t e g i c  and p o l ic y  is s u e s ,  synd ica te  two looked a t  pay is s u e s  and 
synd ica te  th re e  considered  a l l  the  remaining non-pay i s s u e s .
• Syndicate One
Mr P Brearley
Mr A J  Brooking (Chairman)
Mr P C astle
Mr P Chubb ■ .
Mr J  Clark 
Mr E B Connors 
Mr J Constable 
Mr B Smi th
Syndicate one cons idered  P o l ic ie s  and S t r a t e g ie s  in  p a r t i c u l a r :
1. To what e x te n t  should th e re  be a n a t io n a l  code o f  p ra c t ic e ?
2. What should be the longer term s t r a t e g i e s  in  r e s p e c t  of i n d u s t r i a l
ac t ion?
3. What i s  management’ s a c c o u n ta b i l i ty  - i s  i t  to  the  community, t h e i r  
A u tho rity ,  or the  Secre tary  o f  S ta te?
The conclusions o f  synd ica te  one were:
1. A n a t io n a l  code i s  deisirable in  p r in c i p le  a lthough  the  term 
s t r a te g y  or guide l in e  might be more a p p ro p r ia te .
2. The con ten t and scope of n a t io n a l  g u id e l in e s .
a )  I t  should be a sta tem ent of genera l philosophy not d e ta i le d
or r i g i d .
b) I t  should r e t a i n  lo c a l  f l e x i b i l i t y .
c)  By in t ro d u c in g  common factors  i t  would improve the  confidence
and cohesion of the RHA’ s and AHA’s .
d) I t  would probably only be re le v a n t  for d isp u te s  a r i s i n g  out of
one of n a t io n a l  i s s u e s .
-  2 -
e )  A u th o r i t i e s  s t r a t e g i e s  f o r  i n d u s t r i a l  r e l a t i o n s  need to  be 
" c o n s ta n t ly  under rev iew " .
f ) The EHSS and NHS should ag ree  on broad  p r i n c i p l e s  of the
N a tio n a l  G u id e l in e s .  ■
g )  The G u id e l in es  should  e s t a b l i s h  minimum i n v i o l a b l e  non-
n e g o t ia b le  s tan d ard s  to  be m a in ta in ed  by management by what 
ever means a re  a v a i l a b l e .  These might f o r  example be in
the  form p f  a percen tag e  o f  the  normal volume o f  p a t i e n t s
as ag reed  w ith  c l i n i c i a n s .  ,
h )  The n o n -n e g o tia b le  a re a s  must however r e t a i n  some f l e x i b i ­
l i t y  jso t h a t  lo c a l  management has some o p t io n  on th e  t a c t i c s  
to  be used .
I ' -
i )  The G u id e l in es  should  cover in  broad  term s i s s u e s  r e l a t i n g
to  pay and suspension .
j )  The N a tio n a l  G uide lines  shou ld  s e t  down th e  maximum and
minimum v a r i a t i o n s  a v a i l a b l e  to  lo c a l  management but i t  
was a p p re c ia te d  th a t  t h i s  m ight "give th e  game away" to  
the  s t a f f  s id e .
k )  The G u ide l ines  should in c o rp o r a te  a c l a u s e  r e l a t i n g  to  th e
con tinued  a p p l i c a t i o n  o f  d i s c i p l i n a r y  r u l e s  fo r  a c t s  of 
sabo tage  e .g .  sw itch ing  o f f  a b o i l e r  or damaging equipment.
I -
l )  The G u id e l in es  should in c lu d e  a s ta tem en t r e l a t i n g  to  th e
payment of stew ards w ith  the  broad p r i n c i p l e  t h a t  time of 
the  s tew ard  which was sp en t  on d i s r u p t i v e  a c t io n  shou ld  be 
unpaid  and t h a t  communications w ith  members and management 
should  be p a id .
m) The G u ide l ines  should  c o n ta in  a s ta te m e n t  on communications
w ith  f u l l  time o f f i c e r s  to  undermine th e  power of u n o f f i c i a l  
. s t a f f  g ro u p s . y  .
n) The p r i n c i p l e  should be e s t a b l i s h e d  t h a t  c le a n  up payments
must no t exceed the sav ings  made by management by no t paying 
those  invo lv ed  in  th e  d i s p u te .  That i s  th o se  in v o lv ed  in  
the  d is p u te  must no t be seen  to  make a f i n a n c i a l  g a in  from 
the  d i s r u p t io n .
3. Management A c c o u n ta b i l i ty .
a )  I t  was re c o g n ise d  t h a t  th e  S e c re ta ry  o f  S ta t e  i s  u l t im a te ly  
r e s p o n s ib le  fo r  the  NHS.
b) NHS management must c a r ry  ou t the  S e c re ta ry  o f  S t a t e ’ s • 
p o l i c i e s  but hemay w e ll  devolve ( a c t i v e l y  o r  by d e f a u l t )  
r e s p o n s i b i l i t y  to  RHA’ s and AHA’s .
c )  A u th o r i ty  members should  be invo lved  in  fo rm u la t in g  long 
term approaches to i n d u s t r i a l  r e l a t i o n s .
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d) Managers should  do th e  n e g o t i a t i n g  u s in g  A u th o r i ty  members 
as sounding boards and fo r  l e g i t i m i s i n g  t h e i r  a c t i o n s .
e )  , Members must be committed i f  l o c a l  p o l i c y  i s  to  succeed .
f )  The NHS should  take  a le a d  in  improving s t a f f  involvem ent 
in  d e c i s io n  making as a long te rm  s t r a t e g y  fo r  reduc ing  
i n d u s t r i a l  c o n f l i c t .  .
. ' S ynd ica te  Two ■
Miss M Davis (Chairman)
Miss W J  Dixon \
Mr S P F le t c h e r /  V ' ' /  4
Dr F N G a r r e t t  '
Mr F Gaston 
Mr A Gray 
Mr D H a ssa l l
S ynd ica te  two c o n s id e re d  pay i s s u e s ,  i n  p a r t i c u l a r :
1. What should  th e  p o l ic y  be w i th  r e g a rd  to  payment for l e s s  than
f u l l  work? and what a c t io n  shou ld  be ta k e n  towards implementing
th e s e  p o l i c i e s ?
2. What con tingency  p lann ing  i s  a p p ro p r ia te ?  ■ .
The co n c lu s io n s  of s y n d ic a te  two w ere :
1. a )  The p r i n c i p l e  o f no work no pay shou ld  be f i rm ly  e s t a b l i s h e d .
b )  C o n s id e ra t io n  should  be g iven  to  a p o l ic y  fo r  lay  o f f s
(shou ld  th o se  not in v o lv ed  in  th e  d i s p u te  s u f f e r  f i n a n c i a l l y ? )
c )  In  th e  case  o f  s e l f  s e l e c t i o n  o f  d u t i e s  a case  cou ld  be made '
fo r  a s t ro n g  s tan d  from th e  s t a r t  t h a t  u n le s s  job d e s c r ip t io n s  
(or t h e i r  custom and p r a c t i s e  equ iva len ts )  a r e  c a r r i e d  out
s t a f f  shou ld  be s e n t  home u n t i l  such time as  they  were w i l l -  :
, ing  to  work norm ally .  , - I ; , .
d) Bonus schemes should  be r e g u l a r l y  rev iew ed and should  c o n ta in
c la u se s  r e l a t i n g  to  i n d u s t r i a l  a c t i o n .
e )  Bonus scheme payments shou ld  c ea se  im m ediately  on i n d u s t r i a l
a c t io n  ta k in g  p la ce  or by phased  w ith d raw al .
f )  Management*spolicy on pay should  be w idely  known so t h a t  the  
ground r u l e s  were c l e a r l y  u n d e rs to o d  b e fo re  c o n f l i c t  commenced 
to  avo id  the  im pression  o f  management e s c a l a t i o n .
2. Contingency P lan n in g .
a )  There were arguments fo r  not going in  fo r  d e t a i l e d  c o n t in ­
gency p la n s  which m ight l e g i t i m i s e  i r r e s p o n s i b l e  s t a f f  a c t io n .
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b)  Contingency planning was necessa ry  fo r  th e  b as ic  
se rv ic e s  e .g .  CSSD (C en tra l  S t e r i l e  Supply Department).
c )  There were strong arguments fo r  not c e n t r a l i s i n g  sources 
of supply re g a rd le s s  of apparen t economies of s c a le .
Syndicate  Three
Mr C L Jackson . %
’ . / ■/ ' Mr J  Morrison
; Mr E O’Connor • - ' !
■ Mr J  E Ruch . ' ' ■
■ Mr J  S Tharme , • . •
’ /  ' Mr KG Walker (Chairman) /
Mr P Worsley ; . /  /  -
Syndicate  th re e  considered  non-pay is s u e s  such as v o lu n te e r s ,  admissions 
p o l i c i e s ,  c l i n i c a l  f reed o m ,co n trac to rs , p ic k e ts  and contingency p lanning.
The c o n c lu s io n sc fsy n d ica te  th re e  w ere:
1. a )  I t  was im portant to  e s t a b l i s h  in  advance the  minimum acc ep t­
ab le  le v e l  of p a t ie n t  s e rv ic e s  ( th e  BMA l i s t  i s  r e le v a n t  in  
t h i s  c o n te x t ) .  . .
b) The N ational Guidelines should legitimise the  use of v o lu n te e rs ,
c o n t ra c to r s  e tc .  to  meet t h i s  minimum s t a n d a r d -  but even 
t h i s  should r e t a in  lo c a l  f l e x i b i l i t y .  -, ■ •
c)  The p r in c ip le  of c l i n i c a l  freedom and t h e , r i g h t  of the
doctor to  determine p r i o r i t i e s  between p a t i e n t s  must be 
p rese rved .  ■
d) An acc ep tab le  volume of p a t i e n t s  ( i . e .  percen tage  of normal) 
should be e s ta b l i s h e d  by m u l t i - d i s c ip l i n a r y  teams.
e)  The le g a l  p o s i t io n  regard ing  p ic k e t in g  needs to  be c l a r i f i e d  
and widely p u b l ic is e d  in  the  s e r v i c e . '
f ) A p o l icy  needs to  be e s ta b l i s h e d  fo r  s t a f f  who w i l l  not
c ro ss  p ic k e t  l in e s  - do they g e t  paid? c
g) Contingency planning should make use of e x i s t in g  p lans for
o th e r  forms of c r i s i s  ( e . g . . ep idem ics).
h) There i s  a need fo r  managements to  i d e n t i f y  in  advance the
o rg a n is a t io n s  vu ln e rab le  s e rv ic e s .
i )  Sources of supply of s e rv ic e s  should be d e c e n t ra l i s e d .
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The seminar concluded w ith  two v i t a l . t h e m e s :
1. A u th o r i t ie s  should c re a te  t h e i r  p o l i c i e s  for dea l in g  w ith  the 
many, aspec ts  6f i n d u s t r i a l  a c t io n  now and not w a it  for n a t io n a l
' guidance.
2. N ational G uidelines were necessary  and sen io r  managers in  the  
NHS must work towards t h e i r  c r e a t io n  - in  p a r t i c u l a r  by asking 
t h e i r  reg io n a l  ad m in is tra to rs  to  i n i t i a t e  immediate c o n s u l ta t io n .
WEST BIRIilNGIFH HE4JTH DISTRICT 
H'IDUSTRIAL RELATIONS POLICY
STATLT'NT OF DISTRICT INTENT
1.'1 The West Birminghan Health D i s t r i c t  Management Tecm (h e r e a f t e r  te
be Imov.n as the D.ÎLT.), recogn ise s  the need to  promote and maintain  
w ith in  the  D i s t r i c t  a c lim ate  of good i n d u s t r i a l  r e l a t i o n s  between 
management and employees, in  o rder  to  f u r th e r  t h e i r  mutual aims 
concerning the  w elfare  of s t a f f  and the  s e rv ice  they  prov ide .
Foremost amongst the se  aims i s  the p ro v is io n  and maintenance of 
the  h ighes t p o ss ib le  s tandard of h e a l th  care to  the  community.
1.2 The D.M.T. accep ts  the need to  conform to  such l e g i s l a t i o n ,  Health
Service p o l ic y  end guidance and the  p ro v is io n s  of the  Advisory, 
C o n c i l ia t io n  and A rb i t r a t io n  Serv ice  Code o f  P ra c t i c e  as are  r e le v a n t  
and cu r ren t  w ith  regard  to  i n d u s t r i a l  r e l a t i o n s  p r a c t i c e  w ith in  the 
D i s t r i c t  and p r i o r i t i e s  to  meet t h i s  need w i l l  be s e t  w ith in  the 
a v a i la b le  re so u rce s .
1 . 3  As a necessary  s tep  to  the  achievement of good i n d u s t r i a l  r e l a t io n s ,
the D.M.T. v/ishes to  e s t a b l i s h  s t r u c tu r e s  a t  D i s t r i c t  and S ector 
l e v e l s  to  enable e f f e c t iv e  communications to  be m aintained between 
management and s t a f f  on i s s u e s  which are  o f  mutual concern.
1 .4  The D.M.T. wishes to  review the  p o l ic y  i n i t i a l l y  a f t e r  twelve months’
o n era t io n  to  ensure i t s  con tinu ing  e f fe c t iv e n e s s .
RECOGNITION
2.1 The D.M.T. accep ts  th a t  management has a r e s p o n s ib i l i t y  to  talce account
of th e  i n t e r e s t s  o f  those who belong to  recognised a s s o c ia t io n s  or 
t ra d e  unions as well as a r e s p o n s ib i l i t y  to  talce account o f  the  i n t e r e s t s
o f  s t a f f  who a re  not members o f  recognised  o rg a n is a t io n s .  I t
recogn ises  those  s t a f f  o rg a n is a t io n s  which have gained n a t io n a l  
r e c o g n i t io n  w ith in  th e  H ealth  Serv ice  (see a t tach e d  schedule a t  appendix 
1 ), which can demonstrate th a t  they  have an a p p ro p r ia te  l e v e l  of 
membership ( to  be agreed) w ith in  the  D i s t r i c t  and w i l l ,  as  f a r  as i s  
ap p ro p r ia te  and p r a c t i c a l ,  g ran t  such f a c i l i t i e s  as  a re  o u t l in e d  in  
s e c t io n  5 below. I t  r e s e rv e s  th e  r ig h t  to  withdraw re c o g n i t io n  from
a s t a f f  o rg a n is a t io n  which lo s e s  n a t io n a l  r e c o g n i t io n .
In  accordance w ith  n a t io n a l  guidance in d iv id u a ls  a re  encouraged to  
belong to  A sso c ia t io n s  on '. Trade Unions recognised A"; V/hitley Council.
The D.M.T. wishes to  formalise.' i t s  procedure fo r  reco g n is in g  union 
o f f i c i a l s  to  ensure a common understand ing  e x i s t s  throughout the 
D i s t r i c t .
C onsu lta tion  should take p lace  as soon as p o ss ib le  between r e p re s e n ta t iv e s  
o f s t a f f  a s s o c ia t io n s  and t ra d e  unions and management concern-:ng the 
c r i t e r i a  fo r  according or withdrawing reco g n i t io n  of s t a f f  _ rg a n isa t io n s  
w ith in  the D i s t r i c t .
c o n t i n u e d . . - .
5 TAFF COiJGUITATION AND NEGOTIATION
3 . 1  The D.M.T. recogn ises  the  in c re a s in g  importance c f  the  d issém inâ ticn
of in form ation  to s t a f f  end management, (and w i l l  undertake to  in troduce 
and /o r  develop systems to  f a c i l i t a t e  t h i s ) ,  and of the  need to  consu lt  
ap p ro p r ia te ly  on m a tte rs  a f f e c t in g  the  i n t e r e s t s  of s t a f f  w ith in  the  
D i s t r i c t .  In t h i s  r e s p e c t ,  the D.M.T. acimowledges the value of 
s t a f f  o rg a n isa t io n s  as a v e h ic le  fo r  s t a f f  c o n s u l ta t io n .  I t  b e l ie v e s  
th a t  by e s ta b l i s h in g  a formal s t r u c t u r e  a t  D i s t r i c t  and Sector l e v e l s ,  
the  communication channels should be improved, le ad in g  to speedy 
r e s o lu t io n  of problems concerning m a tte rs  of mutual i n t e r e s t  a t  the 
lowest ap p ro p r ia te  le v e l  in  th e  o rg a n is a t io n .  In  re s p e c t  of in d iv id u a l  
fu n c tio n s ,  heads of departments w i l l  be req u ired  to  provide a s t r u c tu re  
fo r  handling i n d u s t r i a l  r e l a t i o n s  m a tte rs  a p p ro p r ia te  to  t h e i r  o v . t l  spheres 
of r e s p o n s ib i l i t y .  The purpose of t h i s  w i l l  be to  deal with is su e s  
r e l a t e d  only to  the  department i t s e l f .
5 . 2  The es tab lishm en t o f  a formal s t r u c tu r e  as provided f o r  in  paragraph 3 . I  
above w i l l  no t remove the r i g h t  o f  any in d iv id u a l ,  t r a d e  union or o th e r  
s t a f f  o rg a n is a t io n  to r a i s e  i s s u e s  d i r e c t  w ith  departm ents, s e c to r s  or 
the  D i s t r i c t  where a p p ro p r ia te .
3-5 The D.M.T. aw a its  a f i n a l  General V/hitley Council Agreement on J o in t  S ta f f
C o nsu lta tion  Machinery and any changes which may occur with regard to  
n e g o t ia t in g  methods and machinei^'" as  a r e s u l t  o f  the McCarthy Report,
"Making V/hitley Work". In  th e  in te r im ,  i t  w i l l  recogn ise  the D i s t r i c t  
S ta f f  O rg an isa t io n s '  Panel as  th e  a p p ro p r ia te  body fo r  co n su l ta t io n  with 
s t a f f  on D is t r ic t -w id e  m a tte rs .  (Proposed D iscussion  D raft C o n s t i tu t io n  
a t tach ed  a t  appendix 2 ) .
5*4 The- D.M.T. w i l l  c rea te  a D i s t r i c t  Management I n d u s t r i a l  R e la tions  Team
which w i l l  meet the  S ta f f  O rg a n is a t io n s '  Panel f o r  c o n s u l ta t iv e  and 
n e g o t ia t in g  purposes a t  a D i s t r i c t  J o in t  Committee. As ap p ro p r ia te ,  
i t  w i l l  support the  s e t t in g  up of S ec to r  J o in t  Committees a t  Sector le v e l  
'  which w i l l  r e p re s e n t  management and s t a f f  i n t e r e s t s  in  the lo c a l  s i tu a t io n .  
P ro v is io n  w i l l  be made on S ec to r  J o in t  Committees fo r  the  a ttendance of 
Secto r-based  personnel who belong to  fu n c t io n s ,  e .g .  Works personnel 
a t tach ed  to  S e c to rs .  (D raf t  models fo r  t h i s  machinery/ and i t s  composition 
a t tach ed  a t  appendix 3)- The Committee s tru c tu n e  w i l l  not rep lace  the 
ongoing need fo r  the  m a jo r ity  o f  i s s u e s  to  be s e t t l e d  w ith in  a department 
or fu n c tio n  by the  l in e  manager and th e  member o r  members o f  s t a f f  concerned, 
The Committees' main fu n c tio n s  w i l l  be to  d iscu ss  i s s u e s  which have Sector 
or D i s t r i c t  im p lic a t io n s  such as  those  a r i s i n g  in  S ec t io n  4 below. I t  
i s  intended th a t  most m a tte rs  w i l l  be reso lved  a t  departm ental o r s e c to r  
l e v e l  without re fe re n c e  tc  the  D i s t r i c t  t i e r .  There w i l l  be no l i n e  
r e l a t io n s h ip  between the  t i e r s  in  th e  s tr ia e tu re .
3 . 5  \!hen the  machinery a t  3*4 above i s  in troduced  i t  w i l l  become the responsib le
forum fo r  m anagem ent/union/staff  c o n s u l ta t io n  bu t w i l l  not remove from 
F unctional Managers t h e i r  a c c o u n ta b i l i ty  fo r  the p ro v is io n  o f  co n su l ta t io n  
w ith in  t h e i r  spheres  o f c o n t ro l .
PP-OCFDUr:F FOR DEALING WITH GRI?5/ANC£S
4 The D.M.T- wishes to  e s t a b l i s h  a j o i n t l y  agreed p ro ced u ra l  agreement
to enable the speedy se t t lem en t o f  g rievances  r e l a t e d  to  an individu:...
or a group of s t a f f .  I t  co n s id e rs  th a t  the d r a f t  Are:- Grievance Procedure
(see onnendix S). v/ i ll  be used as the b-asi.': fo r  such an agreement.
FA C ILITIEG  FOR STAFF ORGANISATIONS
5-1 Matters concerning f a c i l i t ie s  and time o ff for the duties and a c t iv it ie s
of trade unions and s ta ff  organisations and access to information for 
the purpose of trade union duties and a c t iv it ie s  w ill be handled in 
accordance with the appendix to Advance Letter GO 2/?6 (see appendix 4), 
-and any policy guidelines or agreements which may emanate from the 
Birmingham Area Health Authority (Teaching), the Codes of Practice of 
the Advisory, Conciliation and Arbitration Service covering "Time Off 
for Trade Union Duties and A ctiv ities"  and the "Disclosure of Information 
to Trade Unions for C ollective Bargaining Purposes" or under ejxy 
leg is la tio n  which may be approved from time to time, (see appendices 
5 and 6).
5-2 In accordance with the provisions of paragraph 5*1 above, the D.M.T.
wishes to make available to s ta f f  organisations such f a c i l i t i e s  as may 
be reasonable to a s s is t  them in  carrying out their duties and 
r e sp o n sib ilitie s  both to and for th eir  membership. I t  recognises
that the requirement for f a c i l i t i e s  may vary from time to time between 
s ta f f  organisations and between parts of the D istr ic t, and therefore, 
wishes to maintain a f lex ib le  approach to th is  issu e.
5-5 The D.M.T. shall ensure that there are provided such f a c i l i t i e s  for
the accredited representatives of s ta f f  organisations for the promotion 
of membership recruitment as are consistent with ensuring that no one 
such organisation i s  esp ecia lly  advantaged.
5.4 The D.M.T. w ill agree to such time o ff  for trade union duties and
a c t iv it ie s  as i s  reasonable under the provisions of paragraph 5»1 above. 
I t  b elieves tha.t guidelines in rela tion  to time o ff for accredited 
representatives to carry out th eir  duties should be la id  dcvm, based on 
genuine needs and the exigencies of the Service but recognises that 
^management have a particular resp on sib ility  for making arrangements and 
that co-operation of s ta ff  w ill  not be unreasonably withheld on work 
schedule adjustments to meet these requirements.
5-5 Payments made to accredited representatives attending meetings at the
sp ec ific  request of management outside normal working hours w ill be in  
accordance with the provisions la id  down in  appendix ?•
5.6 Managers at D is tr ic t  and Sector le v e l w ill  have resp on sib ility  for
ensuring that reasonable f a c i l i t i e s  are provided, reviewing these as 
necessary. ' The D.M.T. requires i t s  managers to co-cperate in respect 
of paragraphs 5»2 to 5*5 with regard  to the provision of reasonable 
material f a c i l i t i e s ,  (e .g . o ff ic e  f a c i l i t i e s ,  accommodation for meetings, 
access to notice boards and help in jorganising b a llo ts  e t c .) ,  and the 
granting of reasonable time o ff  for trade union duties and a c t iv it ie s .
The granting of material f a c i l i t i e s  end time o ff  for trade union duties 
and a c t iv it ie s  w ill  not become "custom and practice" issu es with s ta ff  
organisations but v.q . 1 1  vajrj according to the circumstances. The 
D istr ict Personnel Officer has a resp on sib ility  to advise managers on the 
provision of equitable f a c i l i t i e s  in  the light of prevailing circumstances. 
I t  i s  intended that the issues covered in th is  section  w ill be the 
subject of recommendations from the. D istr ic t Joint Committee as soon as 
possible after i t s  establishment.
ccntiiiued.
( w  ^
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TRAINING
6.1 The D.M.T. recognises the importance to the Sen.'ice of adequate 
training in matters pertaining to industrial relations both for 
managers and for accredited s ta ff  representatives.
6.2 The D.M.T. w ill seek to support training a c tiv it ie s  in the area of 
industrial relations and accepts that the training of managers in th is  
fie ld  is  a priority . It w ill provide such time off as is  reasonable 
for the attendance on T.U.C.-approved courses of newly accredited 
trade union representatives and further training of established 
representatives:.' Such time o ff w ill always be subject to the 
exigencies of the Service. (see appendix 6).
6.3 R e s p o n s ib i l i ty  fo r  id e n t i fy in g  and meeting i n d u s t r i a l  r e l a t i o n s  
t r a in in g  needs w ith in  a v a i la b le  f inance  r e s t s  w ith  managers. The 
D i s t r i c t  Personnel O ff ice r  has a r e s p o n s i b i l i t y  fo r  p rov id ing  such 
a s s is ta n c e  as  i s  p ra c t ic a b le  to  enable managers to  f u l f i l  t h i s  r o le .
fmA er
11.1.79
APPENDICES TO I . E .  POLICY
1. Bodies recognised n a tio n a lly  fo r  n e g o tia tin g  purposes by 
W hitley Councils fo r  H ealth Service and known to  have members 
in  Birmingham Area H ealth A uthority  (Teaching)
2. S ta f f  O rgan isa tions ' Panel -  D raft C o n s titu tio n
3* N ego tia tion /C onsu lta tion  S tru c tu re  (a ttach ed )
4. F a c i l i t i e s  fo r  S ta f f  O rganisations
5» Code of P ra c tic e : Time O ff;.for Trade Union D uties and A c tiv i t ie s
6 . Code of Pfractice: D isclosure of Inform ation to  Trade Unions fo r
C o llec tiv e  Bargaining Purposes
7» Payment to  Shop Stewards and S ta f f  R epresen ta tives a tten d in g
Meetings w h ils t o ff  duty
8 . Area Grievance Procedure
ÎM/MER
7.8.80
INDUSTRIAL TRIBUNAL - Mr. T. H. Hitchings.
Annexure 1.5(a)(i)
BACKGROUND
Mr.Hitc];iings i s  one o f the f iv e  F itte r s  formerly employed at the Cardiff 
Royal Infirmary, who were dismissed on the 21st May, 1976, and were offered  
re-employment on the 2nd August, 197^, follow ing a successfu l appeal to  the 
Health Authority.
Protests were received from the E lec tr ica l and Engineering S ta ff  Association  
representing the A uthority's Engineers, at the d ecision  to re-employ the F itter s , 
and many attempts were made to reconcile the Engineers to th is  d ec ision , without 
success.
On the 20th December the F itters  were asked to  report for duty; two of 
them (the most senior) to  Cardiff Royal Infirmary, one to the U niversity  Hospital 
o f Wales, and one (Mr.Hitchings) to Ifhitchurch H ospital. . |
On the same day, the A uthority's Engineers withdrew th e ir  labour, and the 
Craftsmen at Whitchurch threatened to  walk out i f  Mr.Hitchings remained at 
Whitchurch H ospital. Protracted negotiations by the Health A uthority's senior  
o ffic e r s  w ith a l l  parties to  th is  dispute, fa ile d  to produce a so lu tion  and, in  
order to prevent the imminent breakdoim o f e ssen tia l main serv ices to  Whitchurch 
H ospital, the Chairman -  on behalf o f the Health Authority — authorised the 
dism issal o f Mr.Hitchings and an enquiry by A.C.A.S. into the A uthority's D isciplinary  
Procedure (which was conducted in  March/April o f th is  year), and gave an assurance to 
Supervisory Engineers and Managers in  other d isc ip lin e s  that they would receive  
the Authority's f u l l  support in the proper exercise  of th e ir  managerial authority.
This action  was confirmed by the Health Authority at i t s  meeting on the 19th 
January, 1977, when i t  was also decided that Mr.Hitchings would not be given the 
right to appeal to the Health Authority against th e ir  decision  to dism iss him on 
the grounds -
1. That, in  confirming the Chairman's action in  dism issing Mr.Hitchings 
on the basis o f  h is  f u l l  statement o f the circumstances which led  
him to that point, the Authority have made i t  impossible for them to  
provide an independent appeals mechanism to which T^r.Hitchings could 
have recourse, since the members of the Health Authority were then 
parties to  the decision  to dismiss him in  the f ir s t  p lace.
2 . That, bearing in mind that th e ir  action  in  dism issing Mr.Hitchings 
was taken because o f the very strong reaction of the Craftsmen and 
Engineers to h is  re—engagement, there was no remedy which they could 
o ffer  to Mr.Hitchings. The Authority have no powers to compensate
.1 .
an employee in  any other way than by r e -in sta tin g  him and, in  
the circumstances, h is re—instatement was qu ite c lea r ly  out o f  
the question* Since the Authority could not mediate over the 
employment o f Mr*Hitchings, i t  was considered by the Authority 
to  be in  everyone*s best in terests  (.including those of 
Mr*Hitchings) that the issue should be determined by an 
Industrial Tribunal, should l-îr.Hitchings wish to have recourse 
to  that mechanism*
Since Mr*Hitchingg* dism issal took e ffe c t  on the 27th January, 1977» 
there have been a number of developments* Mr*Hitchings attempted by a number 
o f means to  provide him self with the opportunity o f an appeal to  the Health'
Authority* An o ff ic e r  of the Confederation o f Ship-building Engineering Unions 
(C*S*E*U. ) approached an o ffic e r  of the Health Authority with the request that a 
lo ca l appeal should be held and, when th is  was denied, subsequently asked the ç
Welsh O ffice to  convene a meeting at which th is  request was again pressed* ;
Mr.Hitchings then raised  the same matter with h is M*P*, who took i t  up with the
Permanent Under Secretary o f State, who agreed in  the lig h t of a l l  .
the circumstances that an Industrial Tri'bunal Hearing, was the best way o f
s e t t l in g  the matter* The issu e was a lso  raised by I4r*Hitchings with the Cardiff
Trades Union Council, o f which he i s  a member, and a deputation from the Council
met the Area Personnel O fficer on the 26th July to convey th e ir  views about
l«Ir*Hitchings’ case and the issu es of principle which i t  raised# The notes
o f that meeting are attached* *
N evertheless, the views o f the Authority that the matter could only 
s a t is fa c to r ily  be resolved by an Industrial Tribunal prevailed, and a hearing 
took place on the 26/27/28th July* , ^
The Hearing was a long and complex one, and i t  w i l l  be necessary to await 
the publication in  f u l l  o f the Tribunal's findings in  order to fu lly  appreciate' 
the arguments which were put by both parties and the basis on which the Tribunal 
reached i t s  f in a l conclusion* When the judgement i s  f in a l ly  received (probably 
early in  September) I w il l  forward copies to members o f the Area Team* However, 
the principle conclusions of the Tribunal were as follow s :
1# That the Authority's dism issal of Mr.Hitchings constitu ted  unfair d is ­
m issal under the terms of the Employment Protection Act o f 1975#
Indeed, th is  point was conceded by Counsel for the Health 
Authority in h is opening address*
2# That in  a l l  the circumstances, i t  was impracticable for the 
Health Authority to rein sta te  Mr.Hitchings. The evidence 
presented to the Tri'bunal on the f i r s t  day, was regarded
by the Tribunal as su ff ic ie n t to demonstate the im p ractib ility  
of I'Ir.Hitchings* re-instatem ent, and at the end of the f ir s t  
day th is  point was conceded by lir* Tal Lloyd, representing  
Mr.Hitchings, who at that point withdrew h is  application for  
re-instatem ent on Ifr.Hitchings' behalf.
3 . That during the period of h is  employment with the Health 
Authority, Mr.Hitchings contributed su b stan tia lly  to  the 
h o stile  a ttitu d e which was manifested towards him by 
Engineers and Craftsmen and which culminated in  threatened 
in d u stria l action on the 20th and 21st December, 197^» to  
such an extent that Mr.Hitchings behaviour was regarded as 
contributing 6Ĉ  to the Authority's action  in dism issing him 
in December, 197^.
The Tribunal accordingly made a compensatory order in  favour of Mr.Hitchings 
of approximately £1300 ( l  regret that I w ill  not have the precise figure u n til  
judgement i s  confirmed), of which represents the sum which the Health 
Authority w ill  have to pay' Jîr.Hitchings by ifay of compensation. I t  i s  expected 
that th is  figure w il l  not exceed £500; the exact figure should be availab le by 
the date of the Health Authority's next formal meeting.
In giving the Tribunal's findings, the Chairman paid tribute to the way in 
which th is  complex and d if f ic u lt  case had been presented “ty Counsel acting  for  
the Health Authority, and by Mr. Tal Lloyd representing Mr.Hitchings. I f e e l  
that i t  would be appropriate for the Health Authority to add i t s  own thanks, not 
only to Counsel but a lso to the Legal Department o f the Welsh O ffice, both for  
the hard work done by the Legal Department in preparing the A uthority's case and 
for  the excellence o f th e ir  B rief to Counsel, which contributed in  no small 
measure to the sa tisfa cto ry  f in a l outcome of th is  protracted and d if f ic u lt  issu e .
We are l e f t  with the points made by the Cardiff T.U^C. about the conclusions 
to be drawn from th is  episode. Although the Cardiff T.U.C. regard our 
D isciplinary Procedure as exemplary and accept that the Authority and i t s  senior 
o ffic e r s  do th e ir  best to operate within i t s  provisions at a l l  tim es, the view 
has been expressed that in  departing from the Procedure to the extent o f denying 
Mr.Hitchings h is right to a lo ca l appeal hearing, the Authority has shaken 
trade union confidence in i t s  commitment to abide by negotiated procedural 
agreements. I t  was impossible for me to argue in  d e ta il the A uthority's reasons 
for th is  action when I met the representatives o f Cardiff T.U.C. on the 20th July, 
1977; since one o f those representatives was Mr.Hitchings him self and I 
could not get into discussion about Mr.Hitchings and the unique circumstances of
h is case without, in  a sense, pre—trying and conceivably pre-judging the outcome
.3.
o f the Industrial Tri'bunal Hearing. N evertheless, i t  would, in  my view, be 
desirable now to convey to Cardiff T.U.C. and to our S taff Organisations as a 
body, a clear statement o f the reasoning which led the Health Authority to  
depart from the D isciplinary Procedure in the case o f Mr.Hitchings, together  
with a firm undertaking that wherever nraoticable the Health Authority w il l  
invariably abide by the terms of any procedural agreement which i t  has 
concluded with S ta ff Organisations. In so doing, I should be gratefu l i f  the 
Area Team would note carefu lly  the Minutes of my meeting with representatives  
of the Cardiff Trades Union Council and consider whether any further action  i s  






Notes of meetin? of deputation from Cardiff TUC and Nr J Taylor at 7.30 % 
on Tuesday 25 July 1977 in  the Council Chamber, Temple of Peace.
Those present:
Mr T Smith 
Mr P Hitchins 
Mr C Swain 
Mr C Gale 
Mr J TaylofS 
Miss G Crum
1 Mr Smith opened the meeting by s ta tin g  that v ia  the correspondence 
between Mr J Taylor and the Secretary of Cardiff TUC, concern was f e l t  
that within the framework of the Health A uthorities d isc ip lin ary  procedure 
anomolies may a r ise .
2 W hilst the case of Mr H itchins was considered to be sub judice, the example 
of Mr Hitchins was to be offered  as an example of a perceived anomoly,.
5- Referring to Mr Taylor’s le t t e r  to Mr Swain, Mr Smith stated  that contained 
, within that le t t e r  was the confirmation that a r igh t of appeal to Mr 
Hitchins had been refused.
4 The right of the individual was f e l t  to have been undermined, as, despite 
the existence of a comprehensive procedure, that procedure was ignored.
Referring to the Health A uthorities D iscip linary Procedure document, Mr 
Smith requested c la r if ic a tio n  of the numbers of complaints received from, 
s ta f f  where the procedures as defined had not been follow ed.
5 Mr Taylor could not confirm that complaints of th is  type had occurred, 
ind icating  that whenever serious or criminal action  was perceived to have 
occurred, suspension was normal, without the provision o f prior warnings.
6 Mr Taylor continued to ind icate that exact d e fin it io n  o f serious criminal 
acts which would invoke suspension was not possib le  and that each case had j 
to be considered on i t s  m erits. .
7 Hr Smith stated  that the practice of suspension was not n ecessarily  à problem 
but the procedure of suspension was of concern to the deputation. i  ,  ]
8 Mr Smith continued to question the procedure within the Health Authority, 
where m ulti-union representation i s  endemic, where one union may press for 
an in d iv idu al’s suspension, whereas another union may request d ifferen t  
a ction .
9 Mr Taylor sta ted  that d isc ip lin ary  action was not undertaken lig h t ly  but 
that suspension was one method of reducing tension from a s itu a tio n  i e .
"heat’ reduction.
Mr Taylor confirmed that inter-union disputes proved most d if f ic u lt  to 
reso lve ,
10 Mr Smith enquired whether a written warning could be placed on an employee’s 
f i l e  without that employee’s knowledge.
11 Mr Taylor confirmed that written warnings, when issu ed , required
confirmation with the s ta f f  member or they would not be considered .
to co n stitu te  w ritten  warnings,
12 Mr Taylor confirmed that within the- d iscip linary procedure* any w ritten  
warnings remained on the ind ividual’s personal f i l e  for a period not 
exceeding two years although some warnings remained on record for a le sser  
period,, indicated in  the le t te r  of confirmation.
13 Mr Hitchins enquired whether any record was made on an in d iv idu al’s f i l e  
o f suspension which i s  la te r  found to be unsubstantiated.
14 Mr Taylor stated  that in vestigation  of any suspension night resu lt in  any
of the d isc ip lin ary  procedures indicated ranging from dism issal to no
a ctio n . The so le  record on the in d iv idu al’s f i l e  would be the subsequent 
action , i f  any. " .
15 Mr Swain observed that the deputation were concerned about the p o s s ib il ity  
o f employers compiling ’d ossiers’ on employees, and requested that where 
no substantiation  was found, no record should be made on the individual’s
f i l e .  ■ : ,  , . .  -
16 Mr Taylor requested that the deputation be clear that there were two 
separate issu es , suspension and w ritten warnings, Warnings are a separate 
issu e  and are recorded on individuals* f i l e s  for a maximum period of two
■years. : - : ' . ' -
17 Hr Smith enquired about the action of the Health Authority given the 
s itu a tio n  where an individual follow ing unsubstantiated suspension i s  
directed to work at an a ltern ative  location  and i s  received with a h o stile  
view from other s ta f f  who refuse to accept the removal of the suspension.
18 Mr Taylor stated  that the sp e c if ic  case to which lir Smith referred was sub 
, judice and as such could not be the subject of d iscu ssion .
19 Mr Hitchins referred to the sp e c if ic  case of Mr Beatson whose case was not 
sub judice.
20 Mr Taylor sta ted  that the decision  which was made concerning Mr Beatson . (
had been implemented.
21 Mr Smith questioned the variations of in terpretation  of a cen tra lised  p olicy
which e x is ts  throughout the Area. ; '
The sp e c if ic  issu e  o f representation was raised whether individuals were 
accompanied by a union representative when being interviewed for d iscip linary  
purposes,
22 Mr Taylor confirmed that individuals were given the choice of representation
but whenever shop stewards were involved in  d iscip lin ary  procedure, the 
D istr ic t  O fficer of the relevant union was informed prior to any interview ,
23 Mr Swain requested that prior to any d isc ip lin ary  action  being taken against
any ind ividual, the relevant D is tr ic t  O fficer should be informed.
24 Hr Taylor suggested that t iis  procedure would prove im practical but that th is
- was the. agreed procedure for shop stewards,  ̂ ' •
25 Mr Taylor confirmed that approx 75/̂  o f ordinary members requested union
C
representation in  any d isc ip lin ary  interview s but that the 25^ 
who chose not to be represented should be allowed to  exercise  
• : th e ir  prerogative. .
26 Mr Hitchins questioned the procedure which arose, i f  the D is tr ic t
O fficer of a relevant union, when informed o f impending action  to
be taken against a shop steward, chose not to accompany that shop
steward. This action could e f fe c t iv e ly  remove representation from 
the steward as any representative could only be viewed in  the 
capacity o f “friend". .
27 Mr Taylor confirmed that the steward has the r ig h t to request the 
presence o f  h is fu lltim e o ff ic e r  for any d isc ip lin a ry  action .
Mr Taylor continued to confirm that within the d isc ip lin a ry  procedure
no appeal was possib le against a verbal warning.
.28 Mr Smith enquired what recourse was p ossib le  for an employee who f e l t
aggrieved about the issu e of a verbal warning. '
I  .
29 Mr Taylor sta ted  that the grievance procedure was availab le to ai^
• individual who was aggrieved by any aspect o f h is  relationsh ip  with
h is  supervisor, including the issu e of a verbal warning.
30 Mr Swain enquired about the recording o f verbal warnings.
31 Mr Taylor confirmed that any recording o f verbal warnings would be
made inform ally by the person issu in g  them, not on the in d iv idu al's  
personal f i l e .  -  .
: Referring to the ACAS document "Report on a d iagnostic survey to review
the d isc ip lin ary  procedures of South Glamorgan Health Authority".
Mr Taylor confirmed that one suggestion contained therein was the need 
to  improve consistency o f recording warnings.
32 Mr Swain sta ted  that because verbal warnings were recorded, some appeal 
machinery should be ava ilab le ,
33 Mr Taylor suggested that the view of ACAS was that the appeal machinery
presently availab le was too wide i e .  that allow ing appeal against a
reprimand was not contained w ithin Whitley agreement and should not 
therefore be available lo c a lly ,
34 Mr Smith sta ted  that under the terms o f the d isc ip lin a ry  procedure one 
major offence was le s s  problematic than a se r ie s  o f minor is s u e s ,  A 
further com plication could a lso  be seen in  the in tegration  o f two 
e sse n tia lly  separate procedures for d isc ip lin e  and grievance.
35 Mr Taylor suggested that widening the range o f  issu es  which could be 
referred to Health Authority members would overload th eir  capacity to 
cope with hearings and could lead to protracted delays before hearings,
36 >Ir Smith maintained that recourse to appeal machinery would necessarily  
ultim ately  involve Health Authority members, and fewer complications 
would a r ise  i f  employees had ea r lier  recourse to them.
57• Mr Taylor confirmed that he would ensure that further to the ea r lie r  
d iscussion  (19/20) the recording of any d isc ip lin ary  action would be
in  accordance with the procedure as discussed.
58 Mr Hitchins questioned the a v a ila b ility  of information concerning the
grievance and d isc ip lin ary  procedures to s t a f f ,
39 Hr Taylor confirmed that information was availab le v ia  a l l  heads of 
department throughout the Authority.
40 Mr Swain enquired about the a v a ila b ility  and c ircu la tio n  o f the documents 
describing Grievance and D iscip linary procedures,
41 Mr Taylor confirmed that they were circu lated  o r ig in a lly  in  1974, then
1976, to a l l  appointing o f f ic e r s , nursing o ffic e r s  and many heads of 
departments. Copies o f a l l  documents were retained in  the general
o f f ic e  o f each U nit. . . ^
. . : . ■ ;
42 Mr Smith enquired whether th is  information was availab le to new employees.
43 Mr Taylor stated  that new employees could absorb only a lim ited  amount
o f procedural information but that a l l  s ta f f  were directed to ra ise
enquiries v ia  supervisors or heads of departments, and training and
induction courses were ava ilab le .
I t  was also confirmed that both procedures were outlined  in  the s ta f f  
handbook which i s  in  preparation.
44 Mr Hitchins queried whether the c ircu la tion  of such documents was to 
union representatives of a l l  unions, esp ecia lly  those with representation  
amongst the craft sec to r . '
45 Mr Taylor confirmed that he would contact the D is tr ic t  O fficers of the 
creift unions to a s s is t  the d issip a tio n  of information to shop stewards.
46 Mr Smith queried the a v a ila b ility  of appeal machinery i f  the compulsory . 
transfer of s ta f f  members were r e s is te d .
Referring to Mr Taylor’s le t te r  to the Cardiff Trades Union Council, 
wherein was contained confirmation that the right o f appeal had been 
removed from Mr H itchins, Mr Smith requested comments from Mr Taylor for  
the Trades Union Council to consider.
47 Mr Swain questioned the role of the Health Authority Chairman in  the 
context of the d iscip lin ary  procedure, with reference to Mr Taylor’s 
le t te r  confirming that the decision  o f the Health Authority could not be 
varied by him, as an o ff ic e r .
48 Mr Taylor confirmed that the ACAS in vestiga tion  was in stiga ted  follow ing  
the in d u str ia l action experienced in  December 1976, During that 
in vestiga tion  i e ,  March/April 1977, survey was made of a l l  proceedings 
which had been heard and ACAS found no evidence o f departure from the 
agreed procedure, other than in  one case.
; Mr Taylor confirmed that the case of Mr Hitchins was unique and was the 
only occasion upon which the procedure had not been follow ed, ACAS 
recommended that the -agreed procedure should always be followed, and the 
AHA accepted that advice,
49 Mr Smith suggested that by accepting the ACAS report, there was an implied
acceptance of cr itic ism  of the action of Chairman and Health Authority 
Membership, and should they not reconsider and convene an appeal 
" ; hearing? '
50 Mr Taylor declined to answer as the case was sub ju d ice .
51 Mr H itchins suggested than an appeal panel could be convened o f members
. who had not been party to the orig in al decision  to refuse right of
appeal i e ,  those who took o ffic e  subsequent to lo ca l authority elections' 
in  April 1977.
52 Mr Gale queried the p ra ctica lity  of th is suggestion.
53 Mr Taylor declined to answer as the case was sub ju d ice .
54 Mr H itchins queried the statement made in  a le t te r  from Mr Taylor to
CSEÜ that there was no p o ss ib ility  of reinstatement for  him self.
55 Mr Smith requested that despite the imminent Industria l Tribunal, Mr
,Taylor should contact the Health Authority to grant Mr Hitchins the '
r igh t of appeal.
56 Hr Smith questioned the role of the Chairman of the Health Authority, 
given the Terms of Reference indicated in  the procedural documents, and 
h is stated  views.
57 Mr Taylor indicated that the present meeting was not an Industrial
Tribunal, but stated  that decisions made by the Health Authority were 
considered and weighed seriou sly , and that the decisions in  question had 
not been taken l ig h t ly .  ;
58 Mr Swain suggested that senior o fficers  of the Health Authority should be
.exemplary in  their actions, and act in  th e ir  ro le  as "guardians" of the 
Health Authority, Mr H itchins, he sta ted , perceived in ju stice  in  the 
combined action of these o fficers*
59 Mr Gale suggested that the Health Authority had prejudged the decision of
. the Industrial Tribunal by Hr Taylor’s reference in  h is  le t te r  to CSEU of
the Authority’s in tention  not to o ffer  reinstatement to Mr H itchins.
60 Mr Taylor declined to comment as the case was sub ju d ice .
61 Mr Taylor confirmed that notes o f the present meeting would be circulated  
to the Area Team and to the Chairman, who would no doubt consider what 
action  was required in  the lig h t of the comments made,
62 The meeting was closed.
' 3  .
Surj-IARY OF R£C0M:-ENDATI0NS ^
78.** 1, Clear matters .raised on the JSCG without delay. (Para 20).
’2 . Management should demonstrate their commitment to the JSCG by the 
inclusion on the agenda of important top ics of current in terest  
such as the budget and the control system  ̂ (Para 20)
3* Arrange for minutes to be accurate and f u l l  records of the JSGG • 
discussions. . (Para 21)
4.■ The Trade Unions should demonstrate th eir  commitment to the JSCG 
and should not le t  th eir  inter-union problems in terfere with the 
process of joint consultation. (Para 22)
3o Resume JSCG meetings as a matter of urgency. (Para.25)
6 . . Arrange a training seminar for members of the JSCG. (Para 26)
7" Management and Unions should review the con stitu tion  and the
working of the JSCG. ' (Para 26)
’ /
8 . Establish a formal system of communication. (Para 28)
I •
9* O fficers with managerial duties should meet regularly with the
Chief Ambulance O fficer. (Para 29)
10. O fficers with man-raanagement r e sp o n s ib ilit ie s  should be made 
aware of th eir  r e sp o n sib ilit ie s  for both downward and upward 
communication between management and s ta f f .  (Para 30)
11. Consider the introduction of a News Sheet. (Para 31)
12.. Management and unions should discuss and agree the nature and 
,, extent of the f a c i l i t i e s  needed by branch o ff ic e r s  and shop' 
stewards to carry out their functions. (Para 34)
13* Issue an agreed Grievance Procedure to a l l  s ta f f  (Para 4l )
.
14. Review the function of Station o ffic e r s  and give them the authority  
to carry out man-management duties. '• (Para 43)
Follow up comments made on work sheets.  ̂ (Para 46)
16. Review the management structure. (Para 50)
17. Give a l l  le v e ls  of management training in  industria l relations. (Pai’a 5
18. Train a senior o fficer  to become a sp e c ia lis t  in industrial re la tion s  
and personnel management problemsrelating to the ambulance serv ice .
(Para 51)
19. The Area Personnel Department should support the development of the 
industrial relations/personnel management function in the ambulance
  serv ice .- -  (Para 52)
20. The Chief Ambulance o ffic e r  should be given the necessary authority  
to carry out h is r e sp o n sib ilit ie s  in re la tio n  to consultation and 
negotiation within the Service. (Para 54)
• •  .
21. Management and Unions should agree a formal negotiating procedure.
(Para 55)
22. Review the ro le  of the Chief Ambulance O fficer. . (Para 56)
23 . Arrange for log  book to be available at a l l  tim es. (Para 66)
24. Consider notifying shop stewards of crew shortages at beginning 
of s h if t .  (Para 66)
25# Management and Unions should agree on the method to be used in
recording the e ffo r ts  made by management to find replacement crews.
(Para 67)
• 2
26. Improve station  working conditions at Blackweir, Barry
and Whitchurch (Para 70)
27* Discuss the promotions procedure on JSCC. (Para 71)
28 . Discuss the need to review the present control system. (Para 72)
